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INTRODUCTION 


This Committee has performed its task with a certain sense of diffi- 
dence— -fully conscious of the momentousness of the problem facing the 
Agenqy and sincerely grateful for the opportunity to do what lay within its 
power to bring about a greater awareness of the seriousness of the situation 
and to suggest possible solutions. We offer our recommendations only as 
guides, but the very fact that we have a clear impression of personnel 
abuses may also mean that we have been in a position to sense general 
directions toward solutions. , 
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The Committee has tried to present only those general problems and 
specific cases which constitute legitimate indictments of the Agency's 
personnel procedures. The facts speak for themselves more dramatically 
than we can hope to do. We have merely tried to point out the weaknesses, 
for without this knowledge the Agency will never be in a position to foster 
the growth of a permanent, workable career system. Unless it can be demon- 
strated to today's junior officer that it will be possible to have a worth- 
while, well-directed and secure career in the Agency, many of the best of 
them will be lost and the future effectiveness of the Agency may well be 
jeopardized. 

We feel strongly that all people respect (and are happier in) sound, 
strong organization. We also feel that the principles of good personnel 
management are already well enough known to obviate the necessity of this 
Agency * s proceeding through the full, tortuous and costly cycle of experi- 
mentation — the unique demands of a clandestine service notwithstanding. 

In its investigations, the Committee has applied the following stand- 
ards to the term "junior officers all men and women having grades GS-7 
to GS-12 and, roughly, under 35 years of age. 

The Committee wishes to express its gratitude for the interest shown 
and the courtesy and cooperation received from all quarters. It urgently 
hopes that, whether or not in the manner suggested in its recommendations, 
strong steps will soon be taken to remedy a rapidly deteriorating situation. 


T 
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I - STATEMENT OF THE PROBLEM 

A* Probletn •e emcNTiAL 


investigate the personnel problems which appear to have 
contributed to the dissatisfaction of a large number of junior officers 
having career potential for the Agency j and to recommend means by which 
such problems may be resolved. 

B. Procedural Matters 

2. The Committee first examined existing personnel and career 
service policy and machinery— as a base from which to pursue its investi- 
gation of current practices and complaints. 

3, In trying to determine the exact nature of the problems facing 
junior officers, the Committee, working under a limited time factor, tried 
to assess the opinions of a sizeable group of junior officers from each of 
the Agency’s five major components, with emphasis, of course, on those 
elements suffering real complaints. From the questionnaires and over 200 
personal interviews that ensued, definite trends of opinion were established 
and from them were compiled the categories of problems treated in Part II, 
Discussion. A collection of Case Histories (Appendix A) and intelligent 
individual comments (Part II) added strong evidence to the trends estab- 
lished initially, 

R. The Committee has prepared statistical graphs (Appendix C) of 
the results of its interviews for the convenience of the reader. The graphs 
do not purport to embody representative samplings of Agency-wide opinion but 
do claim to reflect the opinions of the ll£ people polled throughout the 
Agency, 


5, We feel that resignations are not the only vital part of the 
total picture and, although turnover for GS-? — 12's is only a small percent 
higher than other categories (see Appendix E), concern should be for the 
continuing discontent, the sense of vague insecurity and lack of direction 
which impairs the efficiency of junior officers and undermines their sense 
of dedication. Such factors cannot be represented on graphs. 
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II - DISCUSSION 

6. The problem of low morale among junior officers which this 
Committee was asked to investigate obviously has several facets* In its 
initial investigations, tne Committee discovered that the itemized topics 
discussed below were, those that were commented upon most often. In 
addition to interviewing junior and senior personnel in various components 
of the Agency, an attempt was made to gather statistical evidence from 
junior officers regarding the general criticisms* (See Appendix D.) Even 
where less than $0 percent indicate dissatisfaction regarding a particular 
subject, the Committee feels that the problem is a serious one. If one— 
fifth of the junior officers polled are dissatisfied with internal train- 
ing policies or with any internal policy, it appears to the Committee that 
those policies need _ investigation and possible revision or activation* 
certainly if approximately three-quarters or more indicate dissatisfaction 
(as was the case regarding efficient use of personnel, rotation and re- 
assignment opportunities, the career system), some immediate action would 
appear to be necessary* The major problems which evolved from the 
Committee's investigation are as follows: 

(NOTE: In many cases the Committee was unable to determine the 
validity of the individual comments quoted in the following 
sections. No comments were omitted on this basis, however, 
since the Committee feels that if they reveal misconceptions - 
and some certainly do - they may also reflect another Agency 
problem* the inadequate lateral flow of information concerning 
Agency policies and practices.) 

A, Recruitment and Placement 

7 • The Committee feels that the question of personnel recruitment 
and placement is the most important step in getting new employees of CIA off 
on the right foot. Of the ll£ personnel queried by our Committee, 67 felt 
that the recruitment and placement techniques were inadequate* 30 felt they 
were adequate* 10 did not feel qualified to express an opinion. 

The major complaints resolve themselves into four categories* 

False Impressions and Prom ises Given by the Personnel Interviewer 
~ or the Prospective Kmproyer Interviewing Job Applicants : 

"The completely false impression given the prospective employee 
by the recruiter ($,9,, you are going overseas immediately) has been the 
cause of most of the dissatisfaction and loss of morale," 

8, The comment quoted above is representative of those received 
on this subject. It is obvious that personnel responsible for hiring well- 
qualified individuals must have sufficient inducements to offer prospective 
employees. However, when the promises and inducements so offered fail to 
materialize, they boomerang badly. Lowered morale and a mistrust of those in 
authority result. Some type of control must be exercised to discourage such 
practices, 

- 4 - 
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mQBO , u 9 1 , The Coranittee recommends that administrative disciplinary 
measures be taken against employees engaging in such practices. 

Over-r estriction of Information on Positions: 

. , . ’’More information could have been revealed to the recruit with- 

out losing security, luany individuals could have been able to accept or 
reject a job without later disillusionment and resignation." 

subieot T LV^r ent ^° tGd f b ° Ve iS typical of those made on this 
rfn+S?* ^ Th faot that insufficient information concerning the specific 

uties and responsibilities of the position was made available to the pro- 
spective ^ employee made it difficult for him to evaluate the job in tems 0 f 
1 ^ er ! S ?f and capabilities. Consequently, when he entered on duty 
he often found that the duties and responsibilities of his position xjere 
quite different from his "pre-employment" conception of them. The result 
was usually evidenced by dissatisfaction or eventual resignation. 

. , recruiting a nd placement officers were afforded greater 

dlSC ^ k ? ing h? 6 s P e( r ific requirements of positions with prospec- 
tive employees, this problem might be alleviated, 

, Xt is believe d that considerably more information could be 
made available to prospective employees for many covert, semi-covert, and 

fromthis policy Partlcular:iy sensit ive covert positions would be excepted 

on Recruitment of Highly Educated 
and T rained Individuals for Jobs at Lower Levels: 

"The Agency went overboard in hiring college graduates as em- 
ployeesand then couldn't find suitable slots for them so that many were 
shoved in«o temporary' positions as typists, messengers, etc. Those 

fnTlt/tV in these * temporary' slots until they complain loud enough 
nd get the reputation of being troublemakers or until they quit in disgust," 

* . , P° lic y getting the best educated and trained personnel 

for a job is commendable. However, when it is applied to GS-3 and GS-h filing 
and messenger positions with those functions only, then the policy is being 

n r t r ! d i^°- ar ; The ef f ectiveness of the present idealistic policy lies 
^ y rec °S nize greater capabilities in our junior employees 

Dlovee So 1 " m , ove ahead - A P ure ly low level position in which an em- 

bilTtS ° opportunity to demonstrate his capacity for increased responsi- 
bility does not meet this criterion. F 

r v. The . c ? Injmittee foels that college graduates should not be 

hired for jobs requiring relatively less skill than professional positions. 
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Non-utilization of Qualifications 

"•••• .was specifically recruited to work on the /x7 Desk because 
of background and language ability. Shortly after completing train- 

ing, ..... .was sent to an opposite section of the world .... now back in 
ZI without a job." (Subject resigned after /y~/ Desk reneged on their 
earlier promise.) 

The comment quoted above represents a typical criticism re- 
garding the non-or mis-use of qualifications. Qualifications which the 
operating office supposedly requires often are not utilized when the applicant 
enters on his actual job assignment* The non or mis-use of a particular 
skill can and often does lead to dissatisfaction and low morale. 

l6 « The Committee suggests that the Personnel Office in conjunc- 
tion with the ^ area and division personnel officers attempt to identify over 
a period of time those positions or types of positions which are "problem" 
positions from the standpoint of resignations or requests for transfers in 
which non-utilization of qualifications is the primary factor involved. 

If the career service machinery proposed elsewhere in this study is adopted, 
the role of the proposed boards in this connection would be apparent, 

17. Once identified, these positions should be carefully re- 
vxewed to determine what qualifications have been requested by the operating 
office and what qualifications are consistently not utilized. Necessary re- 
visions in the qualifications listed in recruitment requests for those 
positions could then be made. 

18 0 Certain information which has come to the attention of this 
Committee, leads us to believe that considerable effort has been made to 
correct the problems mentioned above. However, the Committee feels that 
the Agency needs to devote more attention toward further improvement in 
these areas, 

(NOTEj See Appendix A, Case nos. 2, it, 6, 10, 11 and 13.) 


B» Rotation and Reassignment 

• 0ne of the gravest problems affecting the morale of the Junior 
Officers is the lack of an effectively operating rotation and reassignment 
system. Of the 115 individuals polled, 1? indicated that the present system 
was adequate, 2k did not feel qualified to express an opinion, and lh thought 
the system inadequate, 

20, Dozens of documented cases indicate that there is almost no 
realistic planning for systematic rotation between field and headquarters or 
even within headquarters components. This particular flaw in the Agency's 
personnel procedures has been the breeding ground of many types of complaints 
-all of them legitimate and mary of them so extreme that this committee feels 
the incidence of resignations might justifiably have been much higher. 
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21. Without effective and well-coordinated rotation: People be- 
come stulfified and frustrated in relatively onerous jobs which they were told 
they would have to fill for a specified period, long past,* neither the Agency 
nor the individual profits from that breadth of experience which, alone, can 
create mature leaders for the future j time, money and - eventually - people 
are lost among the hundreds of officers who after returning from creditable 
overseas tours, have to wander the corridors for months searching for a job 
that will give them some sense of belonging or of purpose. Naturally, these 
people have pride, they have talent which must be exploited and they have 
energies which must _ be . expended , Unfortunately, under the conditions which 
obtain at present, it is usually those most heavily endowed alon°- these 
lines that resign first, 

22 o In some cases the Office of Personnel and the existing Career 
Service Boards may _ have been hampered by lack of information concerning 
anticipated vacancies and personnel due for rotation. But the central fact 
is that - even armed with such information - the existing machinery is -not 
thorough enough, existing responsibility not clearly delineated enough and 
existing authority not competent enough to provide and enforce a satisfactory, 
long-range rotation and reassignment program, 

23 <* There are scores of cases of young men and women returning 
from overseas and searching for jobs or sitting idle for as long as eight 
months, receiving almost no guidance, and then - out of desperation - accept- 
ing the first position which they are fortunate enough to find. Since, under 
these conditions, the principle of 'job compatability' is often not weighed 
at all, continued low morale is practically inevitable. It may sound 
irresponsibly drastic, but there are many indications that, insofar as it is 
used at all, the most common intent of rotation is to get rid of some 'un- 
desirable' rather than to further individual careers, 

2lu. In this Agency, because of the security factor which 
restricts the individuals knowledge about job-types and career opportunities, 
a Career Service System must be able to assume a much greater share of the 
responsibility for ensuring that the most appropriate association possible 
is made between the job and the individual. Now, however, the matter is left 
largely to chance and to kndividual initiative. The great majority of the 
people who are jobless now are quick to admit that the Agency, by its very 
nature, is in a peculiarly difficult position. But they protest that their 
cases would not be so hard to bear if they only felt that realistic steps 
were being taken to deal with the problem, 

j • When faced with uncertainty and delay in reassignment, many 

individuals feel they are not wanted and become totally disaffected.’ They 
cannot be expected to have many feelings of loyalty for an organization that 
has not demonstrated any continuing interest or ability to assist in the 
development of their careers. 

(See Appendix A, Case nos, 5, 6, 7, 9 and 11.) 
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C, Career System 

26* It became immediately apparent when interviewing personnel 
regarding the CIA Career Service Program that there were two clear-cut areas 
of criticism (a) Lack of communication regarding the program; (b) lack of 
an active authoritative system* Some said "Career Program - What is it?" 
with sincerity, some with irony* Conversations with senior, as well as 
junior, officers indicated that many of them, including some Office Career 
B oarxl members, did not know how much of the Career Program was fact and how 
much was paper theory. Without exception, those familiar with, the Program 
felt that it needed to have clear-cut channels of responsibility delineated 
to ensure that individual programs could be realized 0 

27 * Of the 112 individuals who expressed an opinion, 22 con- 
sidered the existing program adequate; 66 considered it inadequate; and 2lj 
indicated that the adequacy or inadequacy of this Program did not apply to 
them* The fact that these 2li thought the question inapplicable appears to 
the Committee to be almost as strong criticism as if they had said 
"inadequate", since all were career employees, by existing definition. 

28. The following samples represent verbatim some of the 
comments made regarding the Career Programs 

a. "I never heard of a career system in the Agency. This should 
be given more publicity among the personnel, and the qualified 
people should be encouraged to remain with the Agency." 

b* "In the course of five years with the Agency, I have never been 
approached by any individual concerned with career service," 

c. "I have found the career system non-existent for all practical 
purposes. It fulfills few of its functions as defined by the 
regulations." 

d, "There seems to be more planning and not enough action as regards 
the career program. It is felt that the information about the 
Agency's program is not widely enough circulated and that the 
place of the individual in this program is spelled out in 
insufficient detail," 

29* Most of the junior officers who indicated dissatisfaction 
stated that a functioning, authoritative career system could dispell much 
of the existing low morale; several indicated that if such a program were 
activated and if opportunities involved in it were clarified, they would 
reconsider their decisions to resign. To quote Charles McCormick - a 
man who has devoted considerable time to career development in his Multiple 
Management plan: 
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"To the young man, opportunity is an even more significant factor 
of human nature than security. He wants; to know what his chances 
are to advance if he does his work well, and what the possibilities 
are of increasing his income and his position as he gains in ex- 
perience and skill,,. Particularly for the creative and ambitious 
type of worker, the question of opportunity and future potential 
may even surpass the question of hourly, pay or weekly salary,.,," 

(NOTEa See Appendix A, Case nos, 2, 5, 8, 9, 10 and ll) 


D , S upervisio n 

30 , The Committee feels that the problem of inadequate supervision 
cannot be over-emphasized, in that supervision immediately affects almost 
every other aspect of an employee's career: training, rotation and reassign- 
ment, the utilization of time and career potential - as well as prestige and 
morale questions, 

31<, Out of the 113 polled, 62 judged supervision 'inadequate', 
b3 'adequate' and 10 'not applicable'. Polls on related problem areas pro- 
duced the following figures : 



Adequate 

Inadequate 

Not Applicable 

Delegation of Responsibility 

38 

60 

17 

Efficient use of Time 

52 

hi 

1 h 

Efficient use of Personnel 

25 

19 

11 

Job commensurate with ability 

52 

35 

2? 


32, Of the comments submitted to support votes of 'inadequate 1 
on the question of Supervision, the majority reaction reflected an a bsence 
of any cle ar --cnt policy of career sup e rvisio n, due prinaiily to insufficient 
direct contact and rapport between superviso"r and junior employee. Super- 
vision itself was interpreted to embrace the supervisor's advisory and 
directive capacities, his administrative function, and his role in orienting 
those under him to the larger effort and "aims toward which the junior em- 
ployee is expected to direct his own personal effort, 

33# The reason most often provided for inadequate supervision was 
"absence of clear channels of responsibility". One comment, for instance, 
stated: "No one is ever held directly responsible. Supervision is not 
necessary, therefore, because there is no responsibility," 

3b, The separate poll covering Delegation of Responsibility pro- 
duced mainly criticism of the confusion and misdirection in delegating 
responsibility. Comments also remarked upon the incongruity which forces 
the junior officer, by the simple evasion of responsibility on the appropriate 
higher level, to assume responsibilities — which he is clearly not author- 
ized to assume, A constructive comment, in partial answer to his problem, 
stated: "An employee should receive a specific statement of his duties from 
his superior, and this delegation should be his alone, with all the responsi- 
bility for the job on him," 
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35* The following quotes raise a second major consideration - 
that of the supervisor's qualifications to hold a supervisory position and 
his awareness of what comprises the effective supervisory role: 

.Supervision is spasmodic, inconsistent and frequently consists of 
mtera.erence on the part of improperly briefed supervisors,," 

"Constantly observe poor supervision, from top down, with following 
labors most noticeable: poor communication, lack of training in 
executive responsibilities (i.e, lack of knowledge of good mnagl- 

r?ent practises), ignorance of "human relations" factors in handling 
of personnel » s 


> a V <r • 


main^v ?T 1S questions contingent upon poor supervision are 

mainly threefold: (a) a consciousness of apathy. emanating frnm 

execution of the .proper supor ^oly xoUjfcg A thlon of taSnt and 
f ln fnsuffieient or misdirected delegation of responsibility. 
anc , 'cJ ^he f|gling of confu sion and purpose lessness arising from the 
employee s no o being made aware of where he “fits into his unit, or of what 
are his specific duties. This situation is further aggravated by the Hck 
c. .clear-cut channels. of responsibility and finally, by the lackof an 

orientation policy which would clearly relate his smaller personal effort 
to the larger effort of his unit. Phonal eiicrt 

v. 37* The Committee urges, in this connection, that serious con- 
sideration be given to the institution of a compulsory training program for 
supervisors on all levels. In order that the success of this progrS^e 
l S stron f 1 ^ recommended that it have backing throughout the 
whole chain of command, and that inefficient supervisors either be removed 
from their positions or be directed to take supervisory training, 

(NOTE: See Appendix A, Case nos, 2 , 3, 5, 6, 8, 10 , 11 , 12 and 13 ) 


E * Pay and Promotion 

38, The poll revealed that about two-thirds (65) of those persons 
commenting on Pay said that their pay was adequate, 37 felt it was made Quote 

fo ile .J 2 , ha ^ 310 comment » Regarding Promotion Opportunities, 1*8 said adequate* 
li8 said inadequate and 18 indicated not applicable, adequate, 

39. Although the subjects of Pay and Promotion Opportunities 
were separated for purposes of canvassing, they are however, closely related 
from the viewpoint. of the career-minded employee, i.e," p ay is ,., a result 

P a^*and°Pr tl0 t E£li£Z>" Throughout the answers given on the questions of 
Pay. and. Promotion, regardless of adequacy or inadequacy, there is a note of 
similarity which ultimately rests on the word POLICY. If there is a poliev 
gerse, veiy little, if anything is known about it. Consequently, the 
ndividual concludes (whether he is right or wrong makes little difference 

honS nS /h- he ^ bel ^ V ! S that P romotions ultimately lie directly in the 
hands of his immediate supervisor. Hence, he will be promoted o/not 
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promoted insofar as he “gets along with the boss”,, The resulting tendencies 
in such a situation are obvious , There will be a deficiency of proper 
criticism, objective presentation, initiative, resourcefulness and self- 
respect resulting from a lack or the appearance of a lack of a fixed , 
publicized ^ pro mot i on policy , 

U0. The following selected quotations represent a cross-section 
of the various comments on inadequacies; 

a, 11 ...I entered for duty at a ... higher grade than those with the 
same background who had entered for the same position the pre- 
vious year, A year later, another group with the same background 
entered at a still higher grade. This hardly gives any con- 
sideration for, . »those who have been employed in the same 
position the longest,” 

b, “Pay is inadequate as a result of conflicting directives on 
promotion policy,” 

c 0 ’’Pay is inadequate because there is a tendency to keep good 
personnel in the same job as long as they can take it— as long 
as they will stay in it,” 

d, “The salary of a GS-9 is inadequate to support a man and his wife 
in Washington at anything better than a sacrifice level, and 
still worse - he can only foresee that his family responsibilities 
will continue to outstrip his financial advancement in the course 
of a normally successful career," 

e» “Because there is no single board to initiate promotions, 
equally qualified personnel have been promoted or failed to 
receive promotions due mainly to the interest of their 
supervisors.” 

f , "Young men |H who went to the Far East in late 1951 or early 
1952, received their promotions way in advance of these sent to 
Europe, , .even though the majority of them were the same age and 
had been given the same amount of responsibility.” 

g, " , . . I can think of only one female who has achieved the rank 
of section chief - and she keeps the files for a branch,” 

h, "I was recommended for promotion twice, both times in the 
field. On the first occasion, in May 1952, after being pre- 
sented to the Field Promotion Board in June,,,, it was de- 
ferred until September,, ,*I was informed at the time that 
because a new man was taking charge of the Branch... for which 

I was working that it was believed he should initiate promotion 
requests. In November, the new Chief recommended me for pro- 
motion. Ht was considered and approved and forwarded to 
Washington by the Field Promotion Board in December, 

- 11 - 
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"In January, 19$ 3, I was informed that promotions were frozen 
pending approval of the new T/0. Later in January I was in- 
formed that only persons having slots in the Field T/'O could 
be promoted. Shortly thereafter I was notified that I was on 
the surplus list, slated to return PCS to Washington before 
completion of my two-year, 00 tour 0 When a.ssigned to my current 
job in late May I was told that I would have to work at it for 
at least three months before I could be considered for promotion 
h^re at Headquarters, Since then there have been no concrete 
developments promotion -wise for me," (Nov, ’53) 

(NOTE: See Appendix A, Case nos. 9 and 13) 


F„ S ecurity 

^■1» The P 0 ^ 1 taken on Security revealed that 52 persons felt that 
it was adequate, 33 that it was inadequate, while 10 stated i; not applicable". 
The tact that h3 persons stated that Security was inadequate or "not- 
applicable' 1 is not reassuring in an activity of the sensitivity of this 
Agency where security can only be as strong as its least security -minded - 
individual* 


, , . purposes of clarification the following report has been 

cuviaod into four sections; (a) Domestic Individual Cover, (b)* Overseas 
Individual Cover, (c) Overseas Installation Cover, (d) Domestic Security, 
The following selected quotations represent a cross-section of the various 
comments on inadequacies : 


a * ctio Indivi du al C ever 

(1] "Since iriy return I have lacked a good cover story,. 

(2) "It is difficult to buy property, establish credit.,." 

(without an adequate cover story) 


b. 


c. 


Oversops Individual Cover 

(l.) "Open association with the agency in Washington both 

physically and by statement does not mean you can go 
to ' the and be automatically disassociated," 

(2) "The cover . , ,of these in sensitive spots overseas Las been 
in some cases so ridiculous as to be transparent,,. A 
man suddenly announces he is hF and goes to X area with 
a mysterious publication firm. He is in perfect 
health, and is unable to give any particulars on the 
overt activities of this firm," 


Ove rsea s Installation Cover 

i IiT~"In the Fail of 1952, the (installation area^was ccm- 
\ pletely blown to the public by the X newspapers and 
\ radios and was picked up by various news services.... 
V As early as the previous winter, the case officers 
\ reported to their superiors on the extremely bad 
\ security in the area," 

\ - 12 - 
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(2) "The American militaiy personnel delegated to assist in 
the training had no concept of security." 

(3) "...due tc the lack of help and supervision, the trainees 
frequently slipped into the town for various illicit 
purposes 0 " 

d. Domestic Security Practices 

~W T *5 :he extremely "loose dissemination of published intelligence 
information is a definite security hazard, i.e., why is it 
that information from a covert or semi-covert sources must 
be sent to all IAC agencies, . .as a ‘courtesy’ 

(2) "Information classified ’Secret' is being treated as 
casually as if it had been published in the newspaper." 

(3) "Office talk at outside gatherings in the presence of un- 
authorized persons... is still too rampant." 

1*3. The poll revealed a consensus of opinion that insufficient 
attention has been paid to the field of Security in general and Cover in 
particular throughout the Agency. 


G 0 T rainin g 

i.jjj a Of the 106 answering the question on "training." 5U said it 
was adequate, 31 inadequate, and 21 felt that it did not apply. Pertinent 
comments usually involved constructive criticism, and several recognized 
OTR’s steady progress during the last few years and its awareness cf the 
difficult tasks it faces. 


Id 9 One of the most important observations made in the inter- 
views was the feeling that the individual, his supervisors, and the Office 
of Training are not always sufficiently clear as to the specific purpose 
for which the individual is being trained. When the concrete objective is 
not clear to any one of these three, the effectiveness of the training is 
seriously reduced, because much cf the training may then be, or seem to be, 
superfluous. 

1|6, Several of the comments illustrate this point: 

a. "Training has been too spotty and in many cases quite un- 
related tc the subject's present assignment. Training 
would have been mere valuable if the individual was infcimed 
specifically why he. was taking it,," 

b. "Immediate Supervision and (those) above have no awareness 
(of what training is required)." 

c. "I have seen many cases in the field where a person was 
sent tc do a job for which he was net trained..." 
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1*7.' If the supervisors would explain clearly to both the indivi- 
dual and the Office of Training exactly why their man was to be trained, the 
benefits of such training would increase sharply. Also, those teaching the 
courses might spend a little more time helping the student understand why he 
is there so that he can relate specific facts and lectures to the over-all 
aim. 


.1*8. It was also pointed out that if Training was clearer as to 
the specific. job the student was to fill, its final evaluation cf the 
student ’s. ability would be more accurate. For instance, certain jobs re- 
quire a high degree of emotional stability, regarding which one of these 
interviewed commented? 


testin S continued, testing for the measurement 

of the emotional stability and discretion and maturity would 
benefit the Agency. Recent tragedies have indicated a lack 
of the above, or extremely poor working conditions, c.r both." 

f 


7 


'■&* language training also received a few comments. Several 
people, including one of the language teachers, felt that a great deal of 
the. Agency's time, money, and effort, has been wasted in superficial language 
training. Too ox cen tnere is nc follow up to introductory courses except 
self-study. which is usually insufficient to maintain a student *s proficiency, 
let alone increase it. If advanced courses in Russian, for instance, were 
offered to the most outstanding students in the introductory classes, this 
would serve as an extra incentive for hard work and would not mean that most 
of the student.' s' or teachers* time was totally wasted. The Agency might offer 
to pay for advanced night classes for the best students in these introductory; 
courses, if they were unable to continue during working hours „ ' 

-- i — i — mmm n,, m, -- , , - www 

£0, Two persons commented on the difficulty many have in leaving 
their desks .tor three to four weeks at a time - either from their super- 
visor'^ point of view or from their own reluctance to let work pile up. 

Their suggested solutions are perhaps less useful than their criticism, but 
the prob3.em itself remains a serious one: 

rrrnnirtii'li. n miiiwirrrr "m.i'.i'lT — ■ -■ , . , ^ , 

"Proper training which would directly benefit an employee T 
would be helpful. However, as most training courses are of ' 
a minimum of three weeks, the employee is not benefited in \ 
the least, as he returns to his HQ job to find his work un- [ 
done and in a complete mess, A more constructive training \ 
course could perhaps be to train the employee on a daily basis 5 
of from two to four hours, thereby allowing him to keep his HQ 1 
work current and also benefit from specific training," I 


b. 


"I think at least some training involves the problem of T„0, 

I have had. difficulty sending in an application for a long 
term training course because my supervisor feels that as. long 
as two appear on his T.O., his superiors expect so much work 
done. If I am gone for a prolonged period, then he feels his 
record is impaired. If this is the state of affairs, then it 
would be logical to transfer people in training from the 
office T ,0, to a training T.0," 
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H. Efficient Use of Monies 

, . 5l. Many young men throughout the Agency have become thrr-imMv 

S'cneratifn^ TMs'T^t cxpond “ ur f s * f principally in the ficld^ 

and the pJu AaSf ot\l IV : interviews, the poll's comments 

and 51 net applied. P ’ 3 "^ cd ** > ** e > 32 Adequate, 

rff . _ f c ( - f ’ t ^ ie opinions expressed by experienced ycunr- case 

officers focus the reason fer this waste cf operational mmics rTthe in- 
adequate prior planning and supervision that went into many cf the less nrr 
ductive projects. This is especially true of many of the tra ininr- type 

eSoci^T Whe p° ngentS .r r ° r °cruitcd, trained and handled at great expense 
mont ii f^t EUrCpe> f’H praCtically no Productive return on the invest- 

tSe* and effort Tt h a° SC P r ^ ects W3ro outright failures in which the 
wSe wasted. individuals concerned, as well as the money involved, 

rw. _ forge amounts are needlessly spent on equipment and material 

One comment mentioned the overabundance and improper use rf Agency vehicles 
in overseas areas. The lack of controlled distribution of money and £w it 
is spent seems to be the sharpest criticisms of this important pr-blom oL 
cement ran: "Hardly a word need be said, when it is spent, it?s ' Seq^ently 
used as though the source were unlimited," ^ ^ 

Some cf the ether verbatim comments were: 

"A shocking amount cf money has been available to inexperienced 
people who have not gotten a fair return for our dollar. Under 
nso security and prestige and lack of feeling for the 

-P r , and misapplication.** 

r ****m mm** mm aSJr f ^ - 

.when questioned about the spending cf several' thousands of 
dollars, the supervisor. . .replied that he couldn't understand why f 
Tn® crn J cr ^ 0d ‘that the Government had the money and as lew-/ 
J£-~J dL clc Sa m* was paying the bills,, he didn't care.** ' ° 


a. 





v- r -pr.. .... 

an agent hasn't produced 


"1 have heard it said: ‘Sue 
too well. Let s double his salary as an Inducement for 1 better 
production. There seems to be a general unwillingness to 
vm-inn n m ar g ,i na3 ...„ J cr_-S.ub— mar gin al projects.' 1 


#/\. 


(NOTE: 


d. "They are willing to spend several times - as much money for an 
operation which, if they wore running it out of persona" fund* 
could be accomplished much more economically „« J 

e * j °? S * nd P rcsti f°-« Headquarters mission (in country 

3Ltir^raSLit , 'f !,erati0nal to toy the least, 

f * " Hnt il everyone - net cnly Finance - fools a need for the proper 

rf ”° ney ’ thero Bl11 ccntinuo t0 be ohaos in 

See Appendix A, case nos. 8 and 12) 
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I. MILITARY CREDIT 


55, This problem primarily affects personnel 

certain reserve officers and draft-age Agency employees who 
nave not received military training, 

56. The committee feels that military credit should be given 
to those employees who have had Agency experience compar- 

a le to military service. This is espec ially true of young men, 
who, after completing a six month our se, were led to 
believe military credit would be forthcoming and then departed 
for an overseas tour. If they were honestly told at the outset 
that they would not receive military credit, the problem 
wouldn't exist today, for most of them would have first gone 
into tno service. Many of these men were either involved in 
hazardous duty or served in uniform or both. 


57. On returning home, they must either resign to enter the 
service or apply for one of the Agency military credit pro- 
grams which involve from six months to two years time. In 
addition, there appears to be no provision for awardin'* re- 
serve officers credit while they are engaged in Hor other 
Agency activities while overseas. 

58. Resignations among th^Hs recruited during a period 

of expansion of the several activities and sold a 

strong bill of goods is alarming. In the second class, *here 
are approximately three left out of 24. In the feffVlnca, 
approximately 23 are left out of 47. Qf.t&v 95 v ho'-were - :■ 
polled., 13 said the present system was adequate, 15 inade- 
quate, and 64 indicated that the subject was inapplicable. 

(NOTE: See cases No. 8 and 10) 


J,. MEDICAL BENEFITS 

59, This particular problem has not had widespread ap- 
plication, hence the poll figures do not appear on the surface 

_l6_ to have much 
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to have much significance. The results obtained were: 
adequate - 23; inadequate - 1 5 ; /riot applicable - 28. How- 
ever, those individuals who were knowledgeable on the 
subject had strong feelings. It was generally felt by those 
who had either received injuries or contracted illness in 
the line of duty or who knew individuals who had, that the 
existing policy is inadequate. Since there is no precedent 
for handling the various medical problems, each case is 
handled as something new, as a "flap" -- with consequent 
delays, undefined responsibility for action and hardship 
to the individual. And when compensation is awarded it 
is often inadequate -- particularly if disability is involved. 
Some comments received are included here verbatim: 

a, "Immediate consideration should be given to 
the establishment of a disability compensation 
program similar or identical to that employed 
by the military services. This would greatly 
improve the morale of personnel engaged in 
hazardous duty. While it is realized that such 
a program will probably require legislation, 
the action should be initiated, " 

b, "Little is known of the Agency's policy and for 

practices in this regard (i.e,, medical com- 
pensation), My experience has been that over- 
seas an individual is provided with free medical 
care, but if hi3 health was seriously impaired 
as a result of 'on the job performance" it is not 
known what compensation would be provided by 
the Agency. " v 

c, "As. 6f >this date men in the field in hazardous 
assignments cannot obtain either Agency Insur- 
ance or hospitalization coverage unless they are 
under official cover," 

(NOTE: See Appendix A, case No, 17) 

K, INTANGIBLES 

- 17 - 
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K, INTANGIBLES 


60, In the following category, the Committee attempted 
to discover the general feeling regarding the more intan- 
gible areas specified by some as problem areas, This 
problem was not important to the majority, but the fact 
that approximately l/lt of those polled indicated some dis- 
satisfaction is perhaps significant. Results obtained: 

Not 

Question Adequate Inadequate Applicable 

Influence Commensurate with Job 65 18 27 

61, The evidenced dissatisfaction is worth consideration 
for it often involves those individuals who appear to be the 
most capable --those who could succeed in a variety of 
careers and who are tempted to go outside of Government 
service where higher salaries and greater orestige are 
available. It was suggested that to a greater degree the 
prestige needs of an individual could be determined in the 
original assessment and those who evidenced an exaggerated 
need should not be considered for employment, or, should 
only be hired on a contractual basis. 

62, Also, several people mentioned that the failure to suf- 
ficiently point up CIA's mission and its prestige within 
Government circles contributes to a sense of isolation, low 
evaluation of the Agency and uncertain sense of purpose. 

Many people commented on their lack of respect for the 
Agency because no one has taken the trouble to explain the 
Agency's mission and how the’ individual's work ‘contributes. 

A clearer stronger sense of mission could outweigh some 
of the attractions of other careers, such as the financial 
attraction of business, if more emphasis were placed upon it, 

(NOTE: See Appendix A, cases No. 1 and 16) 
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L. SPECIAL, JUNIOR 


Se cur' lfy^hrhormation 


Total 

108 
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L * special, JUNIOR OFFICER TRAINEE PROGRAM 

63. The opinions on the JOT program were not sought in 
the poll for it has limited application, but it was thought 
worthy of comment since, contrary to present opinion, a 
number of the JOT personnel are dissatisfied. There is 
still the feeling of resistance to the program by other per- 
sonnel in the Agency, but this fact is not responsible for 
the specific complaints of the JOTs themselves. Most of 
their comments indicate a sense of frustration stemming 
from inadequate supervision. Incompetent or inexperienced 
supervisors are held responsible for the inefficient use of 
personnel, for time, money, and effort waste, and the JOT 
appears to be most outspoken in his intolerance of this in- 
efficiency. 

64. Next in major importance is their criticism of the 
career service program. There is little or no faith in 
the present system because of a lack of information re- 
garding opportunities and the lack of an authoritative com- 
mand chain to see that the various facets of the program 
are in fact functioning. 

"If The program is still in the paper stage, 
say so; avoid the verbiage devoted to the chimeras 
of long-range training, rotation, reassignment, 
etc. until they are possible." 

65. It was also suggested that the Agency cease recruitment 
of JOT's from among young college men without intelligence 
experience. It was further recommended that the Agency 
utilize the talent of those who have demonstrated over a period 
of time the ability for intelligence work necessary in this 
type of career program. 

66. All of the comments in the preceding section on Training 
also were applied to the JOT program and therefore will not 
be repeated here. 

(NOTE; See Appendix A, cases No. 4, 14, 15) 
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III. RECOMMENDATIONS 

General - Career Service ’P rogram 

67 c The Committee fee, la that existing policy need;; modification 
and improvement in some respects and that more thorough and clearly- 
defined career Bervice machinery must be devised to implement a 
cans latent, authoritative program - springing from clearly delineated 
responsibilities and based on the principle of mandatory assignments. 

It i3 the opinion of the Committee that a considerable portion of many 
of the problems cited In this study could bo substantially eased by an 
effectively operating Career Service system and that most of the 
remainder could be overcome by an enforced program, of supervisory or 
managerial training, designed to instill an awareness of and respect 
for fundamental principles of good personnel management * 

68, The Committee further feels that the "'Career Service" 
designation in the Agency should be considered an accolade to be 
sought after and to be obtainable by all personnel, regardless of 
Job category or component - with the reservations indicated below, 

We also believe that the full implications, prerogatives and responsi- 
bilities inherent in such a designation should be fully understood by 
all personnel, with instructions on the subject given Tin indoctrination 
courses as well as in periodic staff, office or division briefings. 
Recommended reservations concerning eligibility in the program are: 

a, future applicants must be made to serve a two-year 
probationary term; 

b» those who desire to attain * career * status may so 
indicate upon entering on duty or at ary later date; 

c, those people who db not desire ’career* status or 
who have Joined the Agency with the understanding; that they 
are to perform special administrative, scientific or other 
functions for a limited tour would be carried on an ’auxiliary 1 
status , 

69c As many of these lather as possible should be ’contractual’ 
personnel and would, of course, enjoy the right to apply for ’career’ 
status at any time. Meanwhile, the rights and implications of their 
’auxiliary’ status should also be specified and thoroughly disseminated, 
■Those who had applied for career status and who, after at least two 
years, were considered to be less than adequate for the post would 
have it clearly indicated to them that their future with the Agency 
could not be considered secure and would be encouraged to resign. 
Ultimately, the goal would be to have all personnel, except those on. 
a ’.contractual* or ’auxiliary’ basis, within the career service, 
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70. In talking with Junior and Senior Officers, the Committee 
repeatedly ran into the concept (which it endorse 3) that the ’career 
designation’ system as presently employed is unrealistic and 
unnecessarily Imposes restrictions on lateral movement of personnel. 
The Committee recommends, for instance, that in the dd/p area a 
primary career designation of Clandestine Services (CS) he given all 
personnel - with secondary designations of pi etc., for 


25X1 A 


administrative convenience. This procedure would facilitate the 
rotation system which the Committee recommends he adopted and 
implemented hy the Career Service machinery recommended he low. 

Career Service Mach inery 

A, Organization , (see Appendix c) 

71. The Committee recommends that a CIg career Service Board 
meeting at the direction of a permanent chairman appointed hy the * 

DCI as head of the Career Service System, he established and be 
designated as the DCI’s executive agent in all matters pertaining to 
career service policy, programming, implementation, and review. The 
primary - and, ideally, the sole - duty of these and ether officeis to 
he specified herein would he that of discharging the responsibility 
Clearly imposed upon them by the DCI to ensure that an effective 
career system he implemented throughout the Agency. 

7 2 » In addition to the Chairman, the Board should he composed of; 
The Career Service Chiefs (see below) of the DD/p, DD/l, DD/a aad -Office 
-ef Training (all of whom would have fu.11 representation and voting powers 
in all matters coming before the Board)/ the Career Service Chief for oTf? 
AD/COMMO (who would have full reprej^totion at all time, hut voting 


powers only in matters of concern and nen-voting advisors 

representing the AD/Fereonnel and the Director of Training, 

73. The Career Service Chiefs mentioned in Par, 72, supra, would 
be the permanent chiefs of the Career Service Boards (CSBsJ'iiTtheir 
respective components. In. order not to violate the normal chain of 
command, these Career Service Chiefs should he appointed hy the mutual 
agreement of the Chairman of the CIA/CSB and the Deputy (or Assistant) 
Directors of the components concerned. They would he designated as the 
executive agent of their Deputy (or Assistant) Director for all matters 
pei taining to career service and would act for him in all such matters, 
hut they w^ul.d he responsive (in such matters) to the policy direction 
of the Chairman of the CIA/CSB in his capacity as executive agent of 
the DCI, This seeming dichotomy need not, in practice, violate command 
prerogatives. Working parallels may he found in Industry and other 
governmental agencies, 

7^. The component CSBs would he further composed of full t ime • 
career service representatives from each of the subordinate offices or 
staffs of the component - who could probably he the chairman of the 
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boards currently existing on those levels* For example/ the dd/p 
CSB would he made up of* A Chairman (appoihted hy the DD/f and the 
JjIL£2P Chairman); the Career Mangement Officers df the existing FI, 
-"S and Al)Mt.N Boards, All members of the DD/? Board, to 
continue the example, would devote their full time to matters of 
concern to nhe Board and should be located within one office „ (NOTE: 
The Committee feels strongly that, as an immediate measure, the ' 
central location of the various existing Boards within each component 
would facilitate the working of the machinery that now exists,,) 


75-. Retention of the Boards now operating on the Staff or Office 
°“ t ' he various components would be a matter to be decided by the 
S..aff or Office concerned. The Committee feels that they should be 
retained and it, should be pointed out that, if they are, the officers 
constituting the Boards (other than the Career Management Officers) 
should be rotated as often as is feasible - in older to provide a 
maximum number of supervisors with experience in dealing with the 
policies, personnel problems and other considerations with which the 
Boards deal. Such a device would be a useful adjunct to the supervisor 
training recommended elsewhere in this study. 


B. Functions 


76. The primary function of the CIA/CSB would be to evolve, 
supervise and be responsible for an adequate Agency-wide Career 
Service System based on mandatory assignments. The Committee wishes 
to make it clear ^ that it feels the principle of mandatory assignment 

is a tool essential for the effective, long-range planning and guidance 
to be performed by the machinery recommended herein. Once recognized 
by all personnel as a basic power residing in the Agency, much of the 
confusion rampant now (and causing so much discontent) should evaporate. 
In practice, however, the Committee does not mean to imply that it will 
be a power exercised indiscriminately throughout the Agency. For 
instance, many officers (particularly those specializing in research, 
science, etc.) may never be affected by mandatory rotation, but it will 
be a residual authority which the CSBs may exercise (with restraint 
dictated by common Bense) in order to further the career of the 
individual and to maximize his total wdrth to the Agency, 

r 

77. The CIA/CSB would process all assignments involving transfers 
between any of the Agency's major components (bd/p, DD/l, DD/a, OTR 
and C0MM0), In practice, it might .Ultimately be decided that the * 
CIA/CSB would pass upon only suoh transfers involving officers of grades 
(e.g.) GS-12 and higher, with the component Boards processing those 
below GS-12. 

78. The CIA/CSB would retain ’action responsibility for the 

implementation of an adequate information and education program on all 
matters dealing with career service, as well as on other matters touching 
upon the general morale, sense of purpose and mission, of Agency personnel 
as a whole. For example, the CIA/CSB might sponsor the publication of an 
Agency "Newsletter", 
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T J\ CIA / CSB would als o adjudicate all career service matters 
which cannot be resolved within the component Boards, 

4 -i ® acB component CSB would have the primary responsibility and 

authority for making i*self fully cognicant of all the ^rsonnel I and 
iec.ui,ment needs - both in the field and in headquarters - of the 
divisions; staffs and offices within its jurisdiction, further it 
IS? nainta i? filee on a11 eating T/O vacancies; all personnel 
roSiS r f Sfelgw f nt > and a11 Personnel for whom - in its judgment - 
rotation is overdue and would be beneficial. All requests to fill 

pe4o^riould 1 be a Jtr r ^ Ue ^f J" thfi intt:Lal ^ruitmant of additional 
files 1 M ^ flrst appJ - ied the data contained in these 

8 r_ The ao ^onerit CSBs would be responsible for the implementa- 
iontf the internal (within the component) mandatory rotation principle 
txle re oomme ndat ion to the CIA/OSB of all cases which call for 
field” th^ rotati ° ns and transfers* In the case of rotation from the 

riturn of ,£ 0mpon ? nt CoB w ° uld be notified, six (6) months prior to the 
return of the assignee as to his background, field performance, 

-he 8l !T nt aM ^ field5s Pertinent recommendations. 

? l determine the individual's next assignment and 
so notify him before he leaves the fields 

. „ . J 2 ’ l he component C3Bs would also initiate action involving 
Sf;® 0f Personnel to other government departments and agencies, 

F authority m such matters would , however, rest with the CIA/cBB. 

83 * In connection with personnel returning from overseas, the 

h ™ ** for seeing^that 

adeq - uately received on his return to headquarters, 
d ?- v - tBlon persormel officer and/or the Board, itself, is 
sufficiently cognizant of the individual* a background, field performance 
and career desires to be able to give him a mature and realistic 

oneratliufl* ?’ of a sur P lus of returning personnel due to 

operational circumstances, the Board has been unable to assign the 

man prior to his return and has been forced to place him in a temporary 
J 0 ? 1 ;* 5? should fee given a frank statement of the case during his P 
debriefing and alternate means of interim employment (training extra- 
T /0 performance in under-staffed offices, eS.) should be“u«gestS to 
^ m ^ n ^ arranSed by the Board ’ ^ Board should also satisfy itself 
return^ 6 adeiUacy cf the ,cover story’ given the individual on his 

In ac-tin S upon all cases involving placement or reassignment, 
defiSn P £ n ? nt ? SB Sb ° Uld be Suided by the general principles broadbly 
of f SnL+ elOW (S f Ge ^ eral Principles') and its decisions in the form 
of mandatory assignment of personnel should be final - with the proviso 
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a. The Offices of Training and of Personnel should have the 
rights of veto in cases involving Inadequate training or medical 
security or personnel qualifications; 

b* The individual's current supervisor may likewise, if he 
can present just cause reflecting the necessity for retaining 
the individual in his present position, exercise a right of appeal; 

c. If the new supervisor cares to present to the Board in 
writing a statement of the reasons why the individual should 
not he assigned to the designated post, he may so exercise a 
right of appeal; 

d. The assignee, providing he has a strong ‘hardship' case 
or a very strong counter-proposal concerning the evolution of his 
career, may submit his case in writing to the Board and, thus, 
exercise a right of appeal* 

e. All supervisors' appeals would he reviewed by the next 
higher authority to determine their suitability before submission 
to the Board* The individual would have the right of direct access 
to the Board, however he would have the privilege of personal 
presentation only upon the invitation of the Board and that 
procedure would be reserved for those individual appeal cases 
deserving serious consideration. 

f„ In practice, the exercise of appeals and/or technical 
vetoes would probably be kept to a minimum through the Boards* 
informal coordination of proposed actions* 

85. The Boards shall encourage the supervisors in their area to 
attend such suitable 'supervisory refresher' or ’personnel management' 
courses as may be established. The Boards shall make it clear that 
part of their function is to assist and/or advise, on an informal basis, 
any supervisor initiating ouoh a s e qu e nt concerning any specific or general 
problem. The Boards should, however, take pains to avoid giving the 
impression that they are in any way competent to, or desirous of, 
supplanting role of the supervisor , To the contrary, they should 

do all in their power (in their official actions and papers, and in 
their attitudes) to put more emphasis on the importance of the 
supervisor's role and the extent of his responsibility. 

86. Notwithstanding the principles expressed in para* 85, supra, 
the Boards Bhould review and provide guidance on the promotion practices 
within their areas and on the thoroughness with which personnel training 
standards are met. They should be empowered to receive from the 
individual, through the normal command channels, requests for reassignment 
and for further training. Such requests, if deemed by the Board to be 
warranted, would be maintained in the files mentioned in para. 80 ., Bupra . 
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thrnJw* \ al f eq - uests for initial recruitment would be channeled 
hrough the pertinent Board, the Boards should be in an ideal position 
to determine or suggest the extent to which (without vJolaWng se^ity) 

offers P + ° 8i r°? be revealed recrStSr y) 

performed. recruitment may be more realistically 

vould 8 ^^ fch ! dlrection of the CIA/GSB, the individual Boards 
would take action to ensure that the educational and informational 

P ograms mentioned in para. 78 , supra, sre implemented in their areas. 

General Pr inciples 

. , Boards should in a 3.. I their decisions be guided by the 

best interests of the Agency as a whole in fully developing its 
personnel. Within this context, they should consciously direct the 
development of each officer's career; and only JnsX as i^ rf 

thrindividial. the larSer int6re3t 8h0uld the ^ defer ^0 the wishes of 

, , ^°* Insofar as is possible and consistent with the larger 

interest, the Boards should implement the principles of mandatory 

assignment, mtr a -Agency transfers, and overseas rotation on a regular 
and non-discriminatory basis. regular 


Junior Executive Inventory 

91. The Committee is of the unanimous opinion that there should 

exceSSZ vho have taSd 

eScutivrMait^I “? ? aWear t0 !lave fleflBlte potential for future 

executive positions. In its survey, however, the Corrmittee found that 

there would probably be almost universal disteste for any sysWwMch 

created a distinct 'privileged' group, the composition of Xh wlo 

generally known. The Committee feels, therefore, that a system which 

iSventorv as ^ir° hinery “ a l ectai 4 ue of the present Executive 

^ PrlnCiPl " S ° f «» ** program, 

_.^fv Tlie following are suggested general criteria which might be 
applied in determining eligibility for the proposed Inventory: 

a. The individual must be on 'career' status (i.e., must 
have passed through the two-year probationary period) and must 
have been on that status for at least one year; 

r a Q b +t, The A ndi y ddUa1 ' male or female > Be in the grades 

GS-9 through GS-12 and within the ages 25 through 38 ; 

c. Ee (she) must meet certain standards concerning the breadth 

0 f + J S- t e ^ r i enCe withln the Agency, these standards to be 
established by each of the five major components; 
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d. He (she) must meet established, standards in regards to 
health, training evaluations, psychological assessments, 
adaptability, etc,; 

e. He (she) must meet such other criteria as may be 
established by the CIA and/or component Career Service 
Boards , 


93. The following are suggestions concerning the manner in which 
the proposed Inventory might be administered; 

a * After establishing the machinery with which the program 
, could be carried out with almost total anonymity (patterned after 
the existing Inventory) and determining the number to be included 
in the proposed inventory (perhaps the same number as in the 
present Inventory;, the various components would come vr with 
their quota under the direction of their respective Boards; 

b. Each supervisor, having been thoroughly briefed as to 
the purpose of the program, wou3.d be asked to recommend two 
men for the program - men whose performance hd had personally 
observed, though they need not be still under his supervision. 

It should be made clear to each supervisor that he does not have 
to recommend even one man, if he knows of none suitable for the 
program; 

c. This process of selection would be carried out each 
year and the supervisors* recommendations would be forwarded to 
the component CSB where the final selection will be made and, 

if necessary, previously selected officers dropped from the list 
(see para, 94 below); 

d. The machinery would be devised so that only the Chairman of 
each CSB would know the total list from his area and that wculd be 
forwarded to the CIA/CSB where only the Chairman, the DCI and the 
DDCI would have access to the entire list, 

9^-. This program should be supplemented by an appropriate information 
program, designed to familiarize all personnel with the nature and intent 
of the program and tc impress them with the factB that; only a handful 
of people in the Agency have access to the list; it does not necessarily 
create a privileged group since competition for a place on the list is a 
continuing process; and that anyone on the list can easily be 'bumped* 
if his performance is not consistent or if it doesn't maintain a rate 
of growth consistent with that of all other potential candidates. 
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IV CONCLUSION 

5* The Committee would like to point out, in conclusion, that - 

eve-v di- R pf th< f'/ ; ? niOr - 0fflCer m ° rale picture if 3 not all black. For 
satisfied rlt } ^ UnX ° r ° fficer ^ w ould be possible to find several 
!L + S ; But even if the Picture is merely one of dingy grey 

the siouation is bad enough and the conditions which give risi/to it 
might if not corrected, infect any of the satisfied officers! equally 

“itr 8011 ' I,r ° blem3 - S '" ch M «» *«*«<•»* ^ J^ior 

returning from overseas - are bound to influence all who are touched by it. 

FinaBly -’ i1: CQnnot he stressed enough that the harm accruing 
. ,, i*? en °y trom inept personnel practices mounts in geometric not 
arithmetic progression. For every capable officer that the Agency !oses 

caa!!tent 1 !!! n / e ’ lt ° r f ™ strat:Lon > there ^y well be two or three' more 
competent men (snaring the same educational, professional or social 

background) that the Agency will never have the opportunity to employ 

For the worn spreads - and distortion is incorporated - and the Torn 

the^cases th ^ epa ^ xe * The fact li3 > moreover, judging from some of 
! ? CormnitT,ee has briefed in this report, that distortion 

would not always be necessary. 


25X1 A9a 
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Appendix A 


INTERVIEWS AND CASE HISTORIES 


(NOTE*. On the following pages of this 
Appendix you will find general comments 
and/or case histories gleaned from the 
Committee's interviews with Junior Offi- 
cers. They are numbered consecutively 
1 through 17 and they have been referenced 
to - by number - at the conclusion of the 
discussion of each problem in the text,) 
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INTERVIEW gl 


Individuals interviewed in group: 3 males (JOT’s) ages 25-28 with 
28-36 months service in CIA. Female GS-5 with 7 months - college graduate 
doing filing. One male considering resignation. Group knew of 6 resig- 
nations pending. Strong criticism re lack of info re job. Denunciation 
of putting professional in clerical jobs. Strong feeling re promises not 
kept re rotation program, "If career system doesn’t exist say so don’t 
propagate false illusion," Violent discussion of waste of government funds 
and improper utilization of talent due to poor supervision. Group reiterated 
that grade and money were relatively unimportant to yoinxj career officer* 
Knowledge of opportunity is important if ability is demonstrated - ditto 
utilization of talent, knowledge of purpose, direction, and info. Feeling 
that working career program would dissipate many ills. Removal of mediocre 
or incompetent supervisors to non-supervisory positions essential. 
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INTERVI EW #2 


General Walter B, Smith, in one of his last conferences with staff 
members of CIA. was asked a question, to which he replied, "Mediocrity is 
not to be tolerated in this Agejncy— and went on to develop this theme 
in some detail. As is obvious to many, an ill-fitting sequel to this 
story is that the Agency is shot through with mediocrity and less. When 
the statement was made, it was construed to mean that some juggling of 
personnel, certainly not wholesale firing of them, would be done in order 
to assign that person to that job wherein the demands for excellence would 
not exceed the capabilities of the person assigned. In office X, to my 
knowledge, nothing has yet been done. 

For myself, there has been a series of setbacks and disappointments 
working for this Agency which have brought me to the point of actively 
searching for another job, in or out of the Agency, Some of the reasons 
for my present pique are as follows; 

Item: On arrival, was told would receive advancement automatically 
at end of six-month waiting period. This was a bald-faced lie; time was 
three times that long. Should never have been told such a thing. 

Item: For the better part of a year I have been engaged in trying 
to write an intelligence report on an installation. Due to interference 
from above (DAD down to Branch Chief level) this report must be completely 
££-written; I will not be responsible for it as it stands. 

Item: One of the reasons for hiring me, as I understand it, was be 
cause of a talent for generating ideas. I have been dutifully giving birth 
to ideas for two years and some, and have not yet received credit for one 
of them. Advice to superiors here; "Render unto Caesar—" 

Item: Personnel Evaluation Reports are as brazen a method as has been 
seen for many a moon, for telling nice things about people while maintaining 
the tongue firmly in cheek. They are, in short, snares and delusions. 

Item: Ihereis general dissatisfaction in ny division. One reason 
may be that the division has no stated purposes or mission. We do, however 
turn out more papers than most of the rest of the divisions in the office 
put together. Another reason is that not one research unit has ever been 
initiated with a clear-out intelligence objective in mind, in this division. 
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Item: As far as the career program is concerned, what seems to be 
lacking is a common definition of "career" and one of "program". By my 
definitions there is no such beast, I have about as much chance of ro- 
tation as I would of winning against Ike in the last election. Among 
other things, I’d like a chance for advancement based upon and commensur- 
ate with known ability on my part— demonstrable ability. 

Item: Is there any way of tactfully making a move when one's immediate 
supervisor is something less than brilliant? Especially since the Division 
Chief is excellent at his job, and a good man to work for? (Note: Ify 
immediate supervisor is a warmr-hearted Christian and a likable, wonderful 
per son $ he just cannot administrate, ) 
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INTERVIEW £2 


tlve ana^^ians^SciolI” 07 13 dl ” iOt0 ' i t0mrd P °° 1 ' 


J tiVQ !S rs ? nno1 ^ P° licios aTQ 3U ch that numbers of obviously 
disinterested - possibly incompetent - persons are placed in positions of 
some responsibility. By reason of their indifference and "pass the buck" 
attitude, they become a veritable bottleneck; consequently, the Agency is 
fast becoming a bureaucratic papeiMnill. Regardless of the importance of 
the document, it is shuffled back and forth, written and rewritten, passed 

thei/no^K^ ’? nd s ° on MMti, For fear of jeopardizing 

their position, the bottlenecks cringe from decisions or positive opinions - 

other than to substitute gobbledegook for English, In all it results in 
a mass of confusion and frustration. And resignations. 

Operations policies are equally poor; unfortunately, much of the 
blame can be plaoed on the above-mentioned bottlenecks. For the most 
paid;, operations that I am connected with leave much to be desired. Thev 

1 ! rg !i y . ineff ® Gtml and ( ^ uite expensive. Some are directed against 
targets that are hardly logical — let alone legitimate. Thus, to protect 
jobs and prestige, both here and in the field, He-vkuarters missio/is 
1° Jjttewash operational budget and programming justifications with, to 
say the least, exaggerated statements. , 

Eisenhower said, "An eight hour day for eight hours pay" (sio) — 
v*at he means is: eight hours worjc for eight hours pay. As an operas 
tiona! Case Officer, my eight hours consists of filing, shuffling papers 
and running senseless errands. It amounts to an eight hour day - two 
years of them now - and eight hours pay — but NOT the satisfaction of 

is impQ 0 ibl Wel1 d ° ne * Th ° ^ is g00d » tho hours are good and the future 


Result: I am resigning. 


I 
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INTERVIEW £4 


A, Recruitment and initial job assignment# 

Main criticism; no effort is made to acquaint the applicant with 
the nature of his probable employment; such phases as "roading and 
summarizing reports, " "analyzing statistics," et. al. are not security 
breaches. The usual high grade applicant labors under the assumption 
that a contribution toward policy making and an opportunity for in- 
tellectual self-expression are potential concomitants of an Agency 
career. The J.0.T, Personnel heads are aware of this, as must be those 
interviewing other professional applicants - yet nothing is done to 
dispel this illusion, 

B. Rotation and reassignment? and more A) initial placement, 

. » 73:1(3 chronic failure of the J.0.T, program to maintain interested and 
ormed supervision over the employee once he or she Is past the' initial 
b.l.C. training and has begun office work is total and abominable, making 
? mockery of the grandiose plans, lengthy interviews and ela- 
fwn? ^fting which preceded. In almost all .'ay nances with which I am 
lamiiar the first - and, perhaps, most important - job assignment was 
mde (usually after a considerable period of complete inactivity and 
uselessness) on the bases of expediency, availability, limited liaison 
short-lived urgency. Experience with such recurrent 
ineptitude led J.O T,»s to seek for themselves, wholly disregarding 
tne pre-conceived channels, and to divorce themselves as quickly as 
K S ^ le J rOT1 the /,?F Lnal Jurisdiction of OTR. Prior verbiage, devoted 
!' h ® C ? imGr ? S of ' "W-range training (F.L.A.B. )" "rotation," reassign- 
ment," etc., is suitably filed, 3 s 
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(NOTE: This’ case history was given to the interviewer by 
a Colonel X, a career military officer with no ax to grind 
and whose only interest is to see that certain 'deplorably 
inefficient personnel practices' in the Agency be corrected. 
He has close personal knowledge of the case presented here, 
but spoke objectively and dispassionately in the presenta- 
tion of it, A mature man, he was until recently senior 
case officer for a large project, ) 


Mr* X, 38 years of age, married and with two children, is a GS-9. 
Described as a very capable "operations-commo'' man, he speaks four foreign 
languages. Originally, his motivation appeared to be of a very high order 
and he hoped to make a career in the Agency, 

When the foreign project reached a stage that demanded termination and 
disposal of all assets and indigenous personnel, it was determined that the 
8 or 10 most valuable staff personnel (those who had been key men in the 
operation) would be kept on the spot to carry out the termination and disposal. 
The balance of the staff (about 20 men) were to b; :eturned to Washington 
immediately. Headquarters was notified of the impending return of all 30 
men - with particulars on their field experience and their evaluations, 

Mr. X was among those chosen to remain to help in the ter min ation 
activities. The balance of the 3taff returned to Washington about two 
months prior to Mr, X and his colleagues. They immediately absorbed al l 
available slots in the division and when Mr, X returned he was informed 
that there were no slots left, 

Mr, X, after a period of home leave, has spent three months trying - 
totally on his own initiative - to find a job. He has, as yet, been un- 
successful. He has not been gainfully employed (from the point of view of 
the Agench) for one day since his return. 

Colonel X commented that if effective career service machinery has been 
able to afford any sort of long-range coordination a position would (and 
should) have been held for Mr, X - rather than giving all available positions 
to less capable or less experienced men merely by virtue of the fact that they 
returned at an earlier date. 
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Jfr. X is seriously considering resignation. He can’t stand idleness. 

Lacking such machinery jobs will continue to be allocated on a short- 
range expediency basis - to the detriment of the individual and of the Agency 
as a whole. In view of the number of projects which may be terminated each 
year, and since the procedure of retaining the most indispensable men until 
the last moment is fairly universal, it would seem that this case is not 
as unique as it might - at first glace - appear to be. 
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CASE HISTORY #6 


Hr, X, who is married and has four children, is a GS-12, He has been 

which have been spent overseas 

HBHHBHHMHBHHHHHIHHhII For the last 13 months of his 
overseas tour he was Deputy Chief , of his Mission, Mr, X has some knowledge 
of industrial personnel practices, having worked for four years as a personnel 
efficiency expert for a large U,S, corporation, and when he spoke of the 
Agency's personnel problems he spoke advisedly and with commendable restraint. 
Briefly, the interviewer’s impressions of Mr, X were extremely favorable: 
he appeared modest, industrious and extremely conscientious - both as to his 
work and as to the security implications of his present anomalous situation. 

It was mnifest that he had been , at least, very highly motivated and had 
entered the Agency with high ideals about the Agency and its mission and 
with high hopes for a career; the fact that he was still trying to cling to 
those ideals was even more painfully apparent. 


On 19 June 1953 Mr, X left his overseas station for Washington - his 
orders reading ’TDY and further assignment, 1 Ten months prior to this time 
Headquarters had been notified of his impending return, with full particulars 
on his background and experience in order to facilitate his reassignment. On 
his arrival in Washington on 13 July, Mr, X reported to his area division and 
to the pertinent Branch, where he was informed that there were no slots avail- 
able for him in the Branch and that the ’freeze’ made it impossible for him 
to be picked up elsewhere in the division. He was given no further guidance 
and no indication of either what courses of action lay open to him or of how 
long the present situation might last. He was forced to seize the initiative 
in searching for a job, since no one individual or office seemed to fee 
responsible, and proceeded to ’’walk the corridors" seeking any position which 
might afford him a sense of belonging or purpose. The division sent him to 
a series of training courses and after each was completed he recommenced his 
search. There are, now, no training courses left. No job is in sight. 


On 23 July, Mr. X was put on a staff employee status, but he was unable 
to obtain satisfaction from any of the numerous offices he visited as to the 
question which had arisen concerning whether he was on TDY or PCS. Although 
his initial orders read TDY, he was informed here (at the end of thirty days) 
that he could no longer be given per diem allowances (he received per diem 
pay for the first 22 days) and that - to all intents and purposes - he was 
no longer on TDY, He indicated that he was perfectly agreeable to that as . 
long as he was placed on PCS and was allowed to bring his personal effects 
from the West Coast, He was told, however, that since it wasn’t certain 
whether he would eventually be assigned in Washington or elsewhere in the 
United States or, for that matter, to another overseas post, it wasn’t 
possible to put him on PCS status either. As a result, he has had to rent 
(for the last three months) an apartment completely furnished - including 
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such items as linen, blankets, and silverware, etc, - at a cost of $240 per 
month, hat extra expense did not seem unreasonable while he was receiving 
ber diem allowances - but since that time he has been going further into 
debt every week and no resolution of his problem is in sight. The financial 
problem, alone, is forcing him to consider the advisability of seeking less 
costly employment, 

Mr, X also pointed out the peculiar disadvantage of men who were initially 
recruited as staff agents, have served overseas, return and (like himself) are 
put on ' true-name ' staff employee status and have to try sell themselves to 
supervisors when the only file they have to present concerning their back- 
ground and experience (the staff employee, or true-name, file) contains no 
information on their overseas duty. The job-seeker is placed in a false 
position if he does not volunteer an account of his overseas duty and in an 
embarrassing one if he does. Further, even the relevant personnel data - sent 
to Headquarters from field was not entered in the 'pseudo' file; secohd, in 
many cases, promotions were blocked because Headquarters did not know what 
the man was actually doing. 

Mr, X also expressed considerable concern over the security implications 
of his present position. He pointed out that the cover story he was given on 
return to Washington was quite inadequate and would stand up only for the 
most naive of audiences. As a consequence, he is finding it necessary to 
avoid his friends here in Washington until his position is clarified, 

Mr, X was fully aware of the special problems confronting the Agency - 
in the form of fluctuating project loads, influx of returning personnel, etc. 

He was emphatic that he (as well as all the people he knew who were in similar 
positions) would be willing to accept a rather difficult transition period 
as long as some attempt was made to receive and guide and orient them. As 
it is, he and many of his friends have been wandering around, lost in a li mb o 
of confusion and vagueness - with no sense of direction or of career security. 
When they returned from overseas no one knew who they were, where they had 
been or what they had done. The simple device of an informal 'returnee' 
interview with some career service officer or board (one which would demon- 
strate a certain familiarity with them as individuals and with their back- 
ground and overseas tours) would have made all the difference in the world 
in their attitudes - particularly if, from that interview, they could have 
obtained a simple yet fairly authoritative statement of the situation and of 
what the Agency was trying to do to overcome it. 

Mr , X may yet be salvagable as an extremely valuable career office. But 
his case seems to be at that sensitive juncture which might lead to a pre- 
oipitous resignation at any moment. 

Mr, X knows, personally of ten men who are generally in the same position. 
He feels that any of them might resign within the month. 
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Mr, X knows personally of two very capable men who preceeded him in 
rotation from overseas by a few months. They remained in Headquarters for a 
few months under the same conditions: general lack of guidance or of personal 
interest in their cases; lack of a definite status; increasing indebtedness; 
poor cover stories, etc. Both had resigned by the time Mr, X returned. 
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INTERVIEW £7 


After spending two years overseas on a job that he was not intended 
or suited for, X was returned to the ZI for reassignment. On arriving at 
Headquarters, his desk had nothing for him nor could they see any need 
for him in the future. Since no machinery was available in finding another 
job, X, without any help from his desk or Division began to shop around. 
Today, four months later, he's still shopping and has found little pros- 
pect of finding a job. Led to believe that he would have an assignment on 
arriving in the ZI, X bought a house and has placed his two children in 
school, Though still highly motivated in the job CIA is doing, X says 
that he can not continue on under present circumstances without a job, 
and a career system to guide him. His morale is very low and he is pre- 
sently looking for an outside job prior to resigning. Would reconsider 
resigning if a workable career system existed whereby he could see what was 
in store for himself as a future security, 

####*## 

After having been sent overseas without a job assigned to him, this 
case returned to the ZI less than a year later as a "reduction in force 
returnee". While overseas he never had a definite job but was shopped 
around from area to area until sent homo. He has been without a job for 
three months at headquarters and has given up "shopping around." Is about 
to resign for without a job and without a promotion in sight, his morale 
is very low and as a 29-year-old GS-? he can't afford to support h ims elf 
and his family* He feels that he’s got to get started in an outside job 
without any further delay. Commented that if a workable career system 
existed he probably wouldn't resign for he would not be in the position 
he is in now. 




Case returned from overseas after completing an overseas tour of duty. 
After clearing through Central Processing, subject ran into a blank wall. 
His division personnel office took up his case and constantly put off 
placing him, largely because they could not get anyone to take him on, in 
spite of his good agency record. Since shopping around produced nothing, 
he was told by his personnel division to call in every week. Ei|i& months 
after returning he was found jobless, reading In the library. 
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INTERVIEW 


Interviewee is an Operations Officer in an area division with two and 
one-half years experience in the Branch, He was recruited by an official 
of the Agency and .had no oomplaints about recruitment or initial placement. 

There was not only lack of knowledge of Career Sorvice Program evi- 
denced, but rather a definite antagonism as reflected by his statement 
that "Career Service is a boondoggle for a lot of high muckermucks who 
didn’t have jobs," The essential and somewhat pathetic plight of this 
Junior Officer was reflected over and ov&i during the interview in state- 
ments that indicated he no longer felt recognized as a member of a team, 
but rather a somewhat forgotten man. Lack of any indication of personal 
interest in his career by his supervisor, his division officers, or by 
Career Service seemed to be the basic factor in his low morale. He evi- 
denced strong desire to at least have the opportunity of meeting his Seniors 
and of having them evidence some interest in his contribution. 

An example of this lack of communication is that, although he was 
responsible for preparing early drafts of country plans, he had no know- 
ledge whatsoever of the final outcome of his efforts. He also stated that 
he felt that he was trying to plan in a vacuum, since he received no clear- 
cut policy from above and even in cases of specific projects, received no 
decision from his Superiors as to their reaction to his proposals. 

He also very strongly opposed the policy of hiring young men and giving 
them military service credit for their time with CIA. He felt that the 
Agency should concentrate on hiring men who were older, more settled, and 
less likely to be called into the Service, 

He felt considerable time, money, and effort was wasted because pro- 
grams were established on a year to year basis, rather than on a two or 
three year basis, which is normally required to fully implement an opera- 
tion, He further stated that operations presently underway in the Field 
were in many instances, hastily planned and implemented, the result being 
that considerable money had been spent without proper control of assets 
being established. 

He feels that the salaries for Junior Officers are equal to or better 
than those offered in industry? however, he felt that career employees 
should not expect salary to be an important factory in their job satisfaction. 

He felt that security limitations as related to the prestige of 
working for CIA enhanced, rather than detracted from the official standing. 

He felt that the Agency should sponsor more outside substantive 
training for personnel who had been well established as career employees* 
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INTERVIEW £2 


Author : 


ILLEGIB 


A GS-9 CE officer with additional responsibilities for (a) 
correspondence and inter-branch business of secondary importance, 
and (b) as Headquarters case officer for an agressive operation. 



The career system suffers its major breakdown at the point of rotation 
and reassignment, and this is proving to be a disastrous one. The lack of 
a definite schedule of normal progression based on performance measured 
against standards of excellence and experience is working to the disadvan- 
tage of the Agency at both ends of the spectrum of officer caliber; able 
and potentially useful individuals are being shunted aside through failure 
to prepare them for career leadership by career guidance, and persons proven 
unfit are reassigned to other parts of the Agency except for cases of 
shocking dereliction. 

The senior officers of the Divisions assume no responsibility for the 
supervision of the careers of their junior officers; by custom this 
function has been within the province of the Branch chiefs, whose prin- 
cipal interest is, quite understandable, in preserving the status quo if 
the individual is serving satisfactorily. If the individual is not serving 
acceptably the Branch chief's interest takes the form of attempting to have 
the offender removed - again quite understandably - and the simplest method 
is to maneuver his transfer. Those Branch chiefs who do undertake to place 
their junior officers in better positions therefore find their recommenda- 
tions viewed with suspicion. 

In this morass the careers of young officers eventually funder. They 
cannot themselves express an Interest in a position to another Branch chief 
without offending protocol unless by applications to personal friends they 
make their interests known so that a request for their services from the 
new Branch presents their Branch chief with a fait accompli. Obviously 
this affords no opportunity for an intelligent and thorough-going examina- 
tion of the many factors and possibilities that should be considered for 
the mutual benefit of the branch and the officer, and leaves the aftertaste 
for all of having witnessed the engineering of a slick deal rather than 
the normal progress of a career officer. While such jockeying for position 
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takes place in many private concerns, there exists is those cases an 
opportunity for substantial financial reward which satisfactorily con &- 
pensates for the rigors and risks of such competition; in those fields 
where no significant remuneration is offered there is provided a maximum 
of stable progress. In this Agenoy there is neither. 

Finally, it must be said in fairness to the Agency and those who may 
attempt to improve its career program that the inesoapable facts of 
government service in general, which it cannot be hoped that anyone may 
quickly remedy, throw a great shadow over the whole problem of junior- 
officer-career management. The salary of a GS-9 is inadequate to support 
a man and his wife in Washington at anything better than a sacrifice level, 
and still worse - he can only foresee that his family responsibilities will 
continue to outstrip his financial advancement in the oourse of a normally 
successful career. Those without such responsibilities or those with pri- 
vate means will be able to make useful and rewarding careers for themselves 
with the Agency despite those handicaps listed above, but many others, like 
myself, must reluctantly conclude that the sensible course is follow the 
Director's example and take a twenty-year leave of absence In order to be 
able to afford to give our efforts here. 


RECOMMENDATIONS 

Assign career supervision responsibilities at the Division level. 

Draw up standards of excellence for job performance for use as guides. 

Chart typical careers for the guidance of the individuals and their supervisors. 
Institute planned long-range programs of foreign assignments. 
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INTERVIEW #10 


A Junior Officer with over one year experience with CIA in adminis- 
trative work assigned to an area division was interviewed. He was recruited 
by a senior employee of the Agency and has been satisfied with the recruit- 
ment and initial placement. 

He indicated that he thought it was "a big fat mistake to recruit 
Junior Officers and promise draft exempt:lon. ,, He indicated that he did 
not feel that this was a benefit that the young man should expect or require 
in order to have him consider a career with CIA, 

He felt assured that when the appropriate time came he oould success- 
fully request rotation in order to advance himself and broaden his quali- 
fications. 

On the subject of wasted time, money, and effort, he singled out 
operations as being too expensive and as being poorly planned and, therefore, 
not often successful, 

Although he felt that salaries in CIA were the best in Government, he 
indicated that a considerable number of young men felt that they could 
improve their financial position in private industry. 

He feels that being an employee of CIA gives him more prestige than 
he could obtain by being associated with any other Government organization. 
He did not feel that security restrictions relating to this factor limited 
the prestige, but rather enhanced it. 

Subject stated that he did not know that he was a member or a part 
of the Career Service Organization. 

Subject is* a former State Department employee who volunteered this 
comment: "Do not fall into the serious error of establishing a Corps 
similar to the Foreign Service Officers. They are looked upon as God’s 
chosen few," He indicated that the FS0 system in State had been a major 
factor in lowering employee morale because of the vast difference in pay, 
quarters, and social life, which factors were especially important to the 
employee and his family in an overseas assignment. Ho stated that FSO 
personnel and non-FSO personnel were constantly at logger-heads because of 
the recognition by both parties that Foreign Service Officers had an "inside 
track in the Career Program." 
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INTERVIEW #11 


A frequent cause of complaint and disillusionment among young potential 
careerists in CIA concers the problem of placement, and specifically that 
of establishing the newly recruited junior officer in a situation where ' 
his talents, training, interests and potential may be most happily exploited, 
both for his own well being and, in the long run, for that of the Agency. 

It is appreciated that this is an eternal problem for personnel people and 
that it is complicated in our organization by unavoidable security consi- 
derations. It is widely felt, however, that a considerably better job 
might be done in this respect since all too often new employees, brought 
into the Agency with but a very sketchy idea of what they are getting into, 
find themselves in situations that they cannot but regard as highly un- 
satisfactory from the point of view of their backgrounds and inclinations. 
The result is invariably frustration, unhappiness and sooner or later & 
disrupting effort to change positions. In some instances it undoubtedly 
leads even to the loss by the Agency of a potentially valuable person In 
whom a considerable amount had already been invested. 

Because of the security factor it would seem undeniable that a much 
greater than normal responsibility must be shouldered by the personnel 
section of an organization such as this one in seeing to it that the most 
appropriate association possible is made between the job and the .nan or 
woman. In accordance with this, it seems to me that a more cautious and 
conservative recruitment policy is necessary and that, secondly, a greater 
effort should be made to facilitate the transfer, particularly as between 
Offices of the Agency, of justifiably unhappy personnel already on duty to 
more suitable positions. It would seem a better policy in the long run to 
postpone consideration of or perhaps even reject entirely applicants who 
are qualified and appear to be of potential value but for whom satisfactory 
places are not at the tine available rather than lead such persons on to 
positions which t oy oro almost bound to find inappropriate# It is folt 
that in most cases it should be possible to anticipate this if a truly 
sound judgment of both the individual and the position has been made. 

If, for the sake of developing a career service or for other reasons, it 
is considered desirable to recruit personnel even though positions in areas 
of interest are not available then at least it should bo clearly explained 
to prospective employees that an assignment which does not have much 
regard for interests or abilities is the only current alternative. If 
employment is accepted on this basis, the Agency should furnish some 
assurances of a proper adjustment — and then should maintain a continuing 
interest in such personnel and make every effort to redeem such assurances 
as speedily as possible* 
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I feel strongly that my own case history lends some substance to the 
arguments put forth above. Originally interviewed and processed for what 
sounded like a most suitable and interesting position in a special part of 
the Agency, the spot I was slated for was reorganized out of existence last 
fall before I was able to enter on duty. After a five month delay from the 
time my papers initially entered the mill, I was duly informed of the 
situation and eventually re-interviewed and assigned to X area where I 
first reported early this year. Since my full clearance had long since 
cone through at the time of my second interviews, I was told something more 
of the work of this Branch than I could have expected as an initial appli- 
cant and I was able to make some adjustments in my expectations accordingly. 
The briefing I received, however, fell far short of giving me anything 
like a true appreciation of the nature of the operation or the calibre 
of the personnel involved. The result has been keen disappointment and 
ever mounting frustration. It does not help either to have no definite 
knowledge regarding areas within the Agency where my interests and consi- 
derable educational background would seem to indicate that I belong. 
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INTERVIEW #12 


The following comments are based on iry experience in the Adminis- 
trative offices of the Agency! 

Although I have checked C and D (Delegation of Responsibility and 
Supervision) as: adequate, I feel that E and F (Efficient use of Time and 
Personnel) cannot be classified as such, C and D are usually the result 
of personnel policies in the immediate office, but E and F fall under the 
responsibility of the Agency as a whole, I think one of the greatest 
weaknesses is lack of standardization. One area operates one way while 
another area operates another way. In addition, we have about 8 or 9_ 
different sets of - regulations to follow. Some of these are Confidential 
Funds Regulations, Foreign Service Travel Re.gulations^tenferdize^^^ 
Government Travel Regulations, Agency Re gulations , 

etc. This multiplicity 

r^HSTon^suTCTffis^fflBe^To settle a problem, one first 
of all has to figure out under just what regulation the problem falls. 

Then if there appears to be a oonflict one must find out which one super- 
sedes the other. In addition to the number of regulations, there is a 
constant flood of new ones issued — so many in fact it is almost impossible 
to keep the books current. Secondly, there seems to be a lack of follow- 
up to ensure implementation of new procedures throughout the Agency as a 
whole. Because of peculiar problems, some areas have to work out separate 
methods to comply with the regulations. 

, "There is also a general lack throughout the Agency of establishing 
functional responsibilities on the division level. I have been some 
administrative problems come in from the field which have been bucked from 
One branch to another with none assuming responsibility for taking action. 
One recent case floated around the division for three months before some- 
one finally answered it. 


25X1 A 


r f C 

\ be 


G: Failure of operational people 
generally speaking, in thinking of CIA 
their own pockets. They are willing to 
for an operation which if they were ru 
be accomplished much more economically 
program of review and analysis ‘Jr -Someone 
pFo.1' ^ 


(who actually spend the money), 
funds as ultimately coming out of 
spgmd several times as much money 
,ng it out of personal funds would 
Second, the lack of an agency ' 
should be analyz jpg coats of 
where production is sub- standard, 


project should be reviewed for continuation of CIA support, I have 
heard it said; "Such and such a nan (indigenous) has not produced too 
well. Let r s double his salary as an inducement for better production." 
There appears to be a general unwillingness to eliminate marginal br sub- 
marginal projects. 
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J: There are too many people in responsible positions -who apparently 
don’t""know what they’re doing. They possibly pick up one facet of their 
job and ride it to death, completely ignoring or being unaware of the 
existence of other equally important problems. 

R: Although actually not applicable in my own case and I feel I have 
been treated fairly in this respect, I feel that as a rule women in the 
Agency are not given the same consideration for promotion to higher grades 
(GS-13 and up) as are men. I personally can’t think of any woman who holds 
a grade of GS-14 or higher (and I have been around here for seven years and 
am fairly well acquainted). Women are just as interested in a life-time 
career as are men. But it is somewhat frustrating to feel that the limits 
to which a woman oan go is not the same to be expected by men, . If women 
have the ability, the sex of the individual should not enter into job 
consideration. 
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INTERVIEW #13 


July 1952 I entered on board with the idea that I would receive about 
six months training and then I would be assigned overseas. 

I was told precisely this by the recruiter and all other 
interviews. I entered as a grade seven with perdiem. 


Sept 1952 After preliminary training, 1, along with about 20 others, 

went to school for an extensive training course for thirteen 
weeks to include all phase;-: of ■ training. 

Prior to leaving for school I was told that I would not 
received per diem while there but that on returning I would 
received per diem again, picking up where I left off. 

Jan 1953 After thirteen weeks training, which included many risks on 
the part of the individual, I returned to Washington only to 
find that the job for which I was hired was no longer avail- 
able. I was sent shopping within the organization for another 
job. Very little effort was made on the part of the Agency 
to help me find another position, I was furnished with 
several leads, but certainly not in excess considering the 
vast amount of money, time, and effort that was spent on the 
part of the Agency and myself. As it worked out, most of 
the training was a waste of time and money to say nothing 
about the effort and risk. 


Jan. 25 


Much to my financial misfortune I was told also that the time 
we spent at school was to be construed as part of the 180 
days of per diem regardless that we did not actually receive 
any compensation. Probably since we did get free room and ' 
board while at school, that is compensation enough; however, 
the fact that each one of us had to maintain our families 
and our homes was overlooked. l-$r big complaint is that I 
was promised six months per diem when I came here and that 
was one factor that I considered when I came on board with 
the Agency. 


I was picked up by the X Division to work in the X Branch, 

I was not misled no-.' do I have any complaints about this 
division or branch except one. With the risk of sounding 
too much like the "proverbial I character" I just don't have 
enough work to keep me busy even a reasonable amount of the 
time. Granted I could read and study, but believe me that 
gets tiresome after six or eight hours a day for weeks at 
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a time. Besides a man wants to feel a certain amount of 
responsibility and pride in his work. Perhaps it is my fault 
but I don’t have that feeling. 

Lastly, I have been put in for a promotion for over three 
months and I still have not received it. Why should I get 
one? That’s a good question, % complaint is directed more 
to the fact that it takes so long for a promotion to go through 
than to the fact that I did not get it. 
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Case History #lk 


I Background 

1« JOT, about 2k years old, born into prominent successful 
eastern family, captain of his prep school football team, member of 
his father's fraternity. 

II . 3 Attitude: incpmpatible with persons in his office in terms of 
interests and backgrounds, extremely frustrated by red tape and 
incompetency in his own area and In the handling of the JOT program, 
seriously misses the iarge amount of social prestige and recognition 

he and his family have always enjoyed end he tees no prospect of gaining 
such in the Agency* Has been mishandled in his Job in 1 terms of promises 
broken, his specific intelligence train vug and experience not being used 
to fullest advantage, and being switched from Job to Job* To some extent 
I feel he finds himself, for the first time, in a situation where he can 
non bring bis own and his family’s prestige and reputation with him and 
he ; s quite frustrated because of this. 

III. DECISION: His decision is to leave the Agency as soon as possible, 
establish himself in business in South America, become a success and 
something of an expert in Latin American affairs and perhaps some day 
come back to the Agency or government at a higher more influential level 
where he doesn't feel lost or useless,;, 

IV. SOLUTION: If the JOT Program had an effective means of checking 
up on its young personnel from time to time so as to catch these 
estrangements in their early stages, some of the people now resolved to 
resign might have been saved. 


Security Information 

Approved For Release 2001/09/01 : CIA-RDP80-01826R000100140026-2 



Approved F^frRelease 2001/09/01 : CIA-RDP80-018^gR0001 001 40026-2 


Security Information 


Interview #15 


BACKGROUND; JOT; midwestern family and high school education, attended 
one of the Ivy League* schools, wants to go into teaching and university 
administration. Nothing in hi,s background or interest which would give 
him the slightest chance of choosing any kind of a career in government 
or international relations. His field is English literature and 
Education. s 

ATTITUDE: He is willing to do Agency work temporarily especially since 
it was offered him with no strings attached and is by far the most pleasant 
way of getting his military service out of the way (OCS, a few months of 
duty, and back to the Agency to complete his active service). He does not 
see any real possibility of his remaining with the Agency for any length of 
time, and it seems clear from his background, education, and previous jobs 
that no one else could expect this either. 

OT1MENT; Unless the Agency wants to spend all the money and effort 
training this man only to have him on call in case of an all out emergency, 
the Committee feels this man should not have been recruited for the JOT 
program. 

Because the JOT supervisor can not extract any commitment for a 
permanent intelligence career from young men just out of college, they 
must increase their emphasis on careful selection of JOs initially. 

Only if those with high promise AND high potential for making C'A a 
career are recruited can the JOT program accomplish its stated purpose. 


Security Information 
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Interview #l6 


My observatipnp apply mainly to the economic field since I have 
been in this line of work. However, I believe that they may apply to 
other fields as well* 

If clandestine services is to maximize the effectiveness of its 
economic operations, those operations must be well- conceived. That is, 
they must be based on facts. For example, an analysis of economic 
developments in the satellites two or three years ago would have revealed 
that a major Soviet vulnerability was the low standard of living in 
countries which were accustomed to western living standards. We could 
have capitalized on this vulnerability to encourage resistance. Again, 
an analysis of trade patterns for illegal ea3t-west trade reveals that 
clandestine services could play a significant role in combatting this 
trade at little expense. This could be accomplished by penetrating a 
relatively small number of forwarding agencies, which are focal points 
for information on this trade. 

Clandestine Services has thought almost entirely in terms of 
"production" (operations) and has had little respect for analysis. 

On the other hand large companies make huge outlays so that their 
executives will be fully informed and be able to make correct decisions, 

A large staff of accountants gives them a picture of the company's 
financial position; the sales department: makes customer surveys and 
keeps in close touch with its dealers so that information re ix, hive to 
the company's sales position and prospects are readily at hand; a small 
staff of economists will provide the executive with a picture of the 
industry and general business outlook. All of these staffs deal in 
facts and the interpretation thereof. Furthermore, the chiefs of each 
of these analytical functions are members of the high command of the 
company. 

In Clandestine Services no office is charged with economic analysis, 
and those who are concerned with so-called economic warfare are scattered 
among numerous offices. Economic research and liaison with other 
agencies is the function of "X", An economic warfare staff is attached 
to c/"X", apparently charged with planning "X" operations, but with 
no provision for either economic analysis or for planning operations. 

Some area divisions have economic warfare officers who are supposed to 
do the same work for their areas as the economic warfare division does 
on an overall basis. Much duplication is involved here, of course, 
and attaching an EW officer to a &i vision staff is like attaching an 
economist to the staff of a factory superintendent i "X" has no provision 
for staff work in the economic field. 
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I believe that the answer is to be found in the following points: 

1. Do not think in terms of economic warfare, but in terms of 
economic analysis* Economic warfare is simply psychological 
warfare, resistance, sabotage, etc., with an economic objective. 
Where the operations themselves are economic, e,g, covert 
buying, staff support can best be provided by the Commercial 
Division. 

2. This staff should ideally be attached to "X", as it would be 
if modeled after any large company. 

3. This staff would be very small with the division of labor 
broken down approximately as follows: one person working on 
general economic developments in the Soviet bloc; one working 
on industrial deveJ.opm.ents in the Soviet bloc; one or two 
concerned with illegal east-west trade and related matters; 
and perhaps one working on miscellaneous economic problems 

in the free world. Such an office if staffed by qualified 
people could have accomplished more in one year than ha3 been 
accomplished in the las^ three years by all economic warfare 
staffs combined. 

4 . All case or staff officers in an area diviaion should he 
encouraged to present their views to this office. This would 
avoid the current situation where new ideas may be scjoelched 
within the divisions In one case a set of proposals prepared 

in an area division was not even read by the author’s superiors* 
However, these proposals wore presented to c/"X" and "X" through 
a staff division and were enthusiastically supported. 


Security information 
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Case History #17 


rough 


nd 1 of 3 similar cases, I severely injured my spine while 
parachut^training. After 6 months during 


As a | 

going througl 

which time I received pay, I. was discharged as partially disabled* 
Unlike the army, I recieved no disability compensation nor funds to pay 
necessary future medical expense o. For over a year no one of authority 
has taken the initiative to solve my case, primarily due to lack ©f 
precedent. My only compensation was a pat on the back and a hearty 
'there’s nothing we can do"* If I were in the service or member of a 
private firm, I would have been cared for or else could have filed suiti" 


5 
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Appendix B 


SPECIFIC COMMENTS ON EACH PROBLEM 


(NOTE: On the following pages of this 

Appendix you will find - categorized in 
the same manner as in the text - specific 
comments on each problem, written by indi- 
viduals in their answers to the poll, 

The Committee recognizes that many of these 
comments are of questionable value, but 
feels bound not to suppress or edit any 
evidence which might be significant.) 


Approved For Release 2001/09/01 : CIA-RDP80-01826R000100140026-2 



Approved (^Release 2001^§^^A-RDP80-018^R0001 001 40026-2 
Security Information 


TAB A 


RECRUITMENT wo job 


I was recruited for a certain desk and never did get to that desk, 
or ever get to use my language ability. 

They knew when I was recruited I wasn't a college graduate and 
was still recruited for a special assignment because of my language 
qualifications. This desk later turned me down for lack of a college 
degree. 

Subject graduated cum laude from Harvard University. He was 
hired in 1948 as a CAF 4 and was assigned to the Industrial Registry 
in OCD. This, he feels, put him considerably behind hi b own age 
and intelligence level and, although he has done well, he has thus been 
put at a considerable disadvantage in catching up. Speaking objectively, 
he feels that an initial assignment such as his was nonsensical in that 
his background and education brad afforded him special capabilities 
which were never considered, much less exploited. Entirely through 
his own efforts and personal contacts, subject was able to get himself 
reassigned. 

There has been an apparent lack of proper placement of personnel 
from the very beginning which has caused great dissatisfaction and 
lack of interest on the performance of the job. The efficient use of 
personnel can only come thru using the abilities and educational back- 
ground of those people who have been hired. It is obvious that people 
are used more to fill up openings with little respect to their capabili- 
ties. Need it be also mentioned of promises made that were never 
fulfilled. 

A clandestine intelligence service demands a maximum of sacri- 
fice from young people who enter into its employ in that they enter 
with the spirit of adventure and service and in many cases with unusual 
abilities, slants of mind, and sometimes loyalty, They deserve and 
should get a thorough and concisely specified explanation of what they 
are signing up for and what is expected of them, how they will be com- 
pensated financially and why they will be promoted and the mature and 
complete reasons why they must cut themselves off from, outside contacts. 

In recruitment 
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In recruitment more emphasis is given to the glorification of 
intelligence work than to the job to which the person will be assigned. 
This results in a great deal of dissatisfaction when it is found that 
many of the jobs to be had do not differ, by necessity, from jobs 
found in any office. 

The Agency went overboard in hiring college graduates as career 
service employees and then couldn’t find suitable slots for them so 
that many were shoved into "temporary" slots as typists, messengers, 
etc. These people are left in the "temporary" slots until they com- 
plain loud enough and get the reputation of being troublemakers or 
until they quit in disgust. 

"A man should be generally informed of his job before his recruit- 
ment. Perhaps psychological testing before a person is recruited 
would eliminate the hiring of people later proven unfit for their job, " 

This individual has found initial job placement left entirely to 
the individual's own efforts. 

Many people with whom I have been in close contact were re- 
cruited for one type of job and were offered an entirely different job 
after entering on duty. Even when they were completely uninterested 
in the job offered, no attempt was made to place them in a position 
for which they were suited. When a recruit is asked to fill out a 13 
page Personal History Statement in duplicate, is if asking too much 
of the personnel directors to read the statements and use them as a 
basis for job placement? 

In one of my interviews during my initial recruitment the inter- 
viewer told me that "the Agency would black-ball me with all other 
government agencies if I left CIA before 8 or 10 years. " On this 
alone I turned down his particular offer and went into the JOT program 
instead. This man, by the way, is still here in Headquarters. | 

Recruitment and job placement was satisfactory in my case, but 
in at least 75% of the cases I know, the completely false impressions 
given the prospective employee by the recruiters (you are going over- 
seas immediately) etc. ) has been the cause of most of the dissatisfac- 
tion and loss of morale. 

Probably one 
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Probably one of the major problems regarding the recruitment of 
new personnel is that promises made to the applicant in the initial in- 
terview are seldom carried out. Of course, "fresh" college graduates 
are not prepared for such glamorous positions as most expect to re- 
ceive, but they should not be hired with promises of positions unless 
placement personnel actually plan to carry them out. My initial as- 
signment was in a typing pool with approximately a dozen others, all 
of us having been hired with promises of being assigned as "analyist", 
"researcher", etc. I remained in the typing pool for five months 
after having been told I would have such a temporary assignment for 
a period of only one or two months. Others in the pool had not been 
told of the arrangment and were completely surprised at this first 
assignment. Most of us later were reassigned to more adequate posi- 
tions within the same Division, but this resulted only after each of 
us had consulted a supervisor. The work was extremely monotonous 
and was of no assistance or preparation to us for our later assign- 
ments, I felt it unfortunate for "employer" as well as "employees" 
as the work could have been carried out by less qualified and less 
salaried personnel, and much loss of money and time in training could 
have been prevented by placing personnel according to interests and 
qualifications. 

Recruitment and job placement -- This program falls short of 
its desired ends, I believe the sensitive nature of the work in CIA 
has caused mlmy recruiting officers to be overly "hush hush" about 
the jobs. Consequently, many people do not realize that the work 
neither suits their capabilities nor their interests until it is too late. 

As for job placement, far too many people have been placed in jobs 
which do not exploit their potential. The system of placing personnel 
where personnel are needed regardless of ability and training is not 
realistic. 

Case had noideaofthekindoMobhe was being recruited for 

ended up as a job he was psychologically 

unsuited for. Completed his tour begrudgingly and now is doing the 
kind of work he likes through no credit to a career system but to the 
understanding of a sympathetic supervisor. 

Too indefinite, more could have been revealed to recruit without 
losing security. Many individuals would have been better able to ac- 
cept or reject job without later disillusionment and consequent resig- 
nation. 

"Still don't know the job you're getting, no coordination between 
recruiter and job placement, bad placement. " 
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I saw no recruitment, I stumbled into a CIA man and made an 
application in San Francisco and then heard nothing for 8 months until 
I had moved to Washington, D. C. Appearing here, I had some tests 
and an interview. I then waited 8 months more fo'y clearance. During 
clearance, Personnel Dept, never kept their wordabout calling or 
wri t ing when they said they would, they told me at one point not to 
look for a job as they had a temporary one for me^ After waiting two 
weeks and no word, I called and Personnel told me that they had no 
job for me, that the girl had been wrong in saying so. (A very lean 
month until I got another job, ) Also, I could have used the 16 months 
before entering CIA for general reading on the Bloc, etc. All in all, 

I wonder how and why I ever came here. A very unsatisfactory pro- 
cess. — 


An employee was brought into the Agency, assigned to an area 
desk and given training. While in training the employee knew nothing 
of the job that he had been hired for, his contact with the branch was 
occasional and casual. He was given to understand that he would be 
sent overseas within eight months after he was on board. 

After the period of training was completed, the employee was 
brought on the desk but was assignedno particular duties for a period 
of two months. During this time he had to find work for himself, 
and wait for a decision as to what his duties were to be. It was during 
this two month period that it became evident to the employee that no 
definite planning for his area of interest had been formulated and that 
his expected transfer overseas was not imminent, but a nebulus plan. 
The whole situation had the earmarks of being a case where a man 
was hired, then the job created. 

The end result of the situation was to considerably lower the 
morale of the individual, and point up the lack of proper direction 
and guidance on the branch level. He still sees no immediate prospect 
of overseas assignment. 

I have been employed here for more than 2 years, so possibly my 
complaints are no longer justified. I am perhaps typical of the "prob- 
lem" group. I was recruited for CIA before my graduation from an 
Eastern women's college, along with approximately 20 classmates. I 
came to Washington the autumn following my graduation and have never 
been employed other than at CIA, 

I have seen 
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I have seen many of my friends assigned to positions which were 
good for training purposes, but which were not consonant with what 
the recruiters had said. I imagine that because o;f security reasons, 
the recruiters cannot and may not disclose the nature of probable 
assignments, but many young women they bring in are, by the nature 
of their background and education, certain to have ambitions. These 
young women will inevitably be dissatisfied with the clerical jobs to 
which they have been assigned unless they are given the opportunity 
to get further training and thus advancement. 

The fact that I consider myself "lucky" (I like my job very much) 
indicates how prevalent is the opinion that the recruiters sold us "A 
bill of goods". 


It would seem that a general outline of future responsibilities 
could be given to the prospective employee within the limits of secu- 
rity , This would enable him to do outside research in that particular 
field while awaiting clearance. Also, more attention could be paid to 
previous training and experience in placing new personnel. And it 
would be beneficial psychologically if the new recruit could at least 
start out with the feeling of usefulness by being established in his new 
job immediately upon entering his division. 


Recruitment done with too much secrecy. Since applicant pre- 
sumably knows nothing about the Agency, some explanation of type 
of work done is needed, I found out what the Agency had in store for 
me two weeks after coming aboard. This type of surprise caused one 
person to quit. Job placement at first unsatisfactory for me, as I 
dropped into first open slot, with little background or training for that 
job. Career training program started out fine in my opinion, but I 
have lost sight of it since returning from military service. 
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TAB B 


ROTATION AND REASSIGNMENT 


While seeking a reassignment, from a job which I was/very en- 
thusiastic about and enjoyed but decided to leave when I felt proper 
credit was not being given, I found that although an effort was made to 
find a place for me, little real effort was made to place me in a 
position where my previous training and experience with the Agency 
would be utilized. Having a definite need for a job I was more or less 
forced to accept a position for which I was really not trained and had 
very little interest in. After being on the present job for several 
months, I feel that I have lost a great deal of enthusiasm and have 
thought that unless another job can be found for me I will leave the 
Agency, 

I was hired as an 10 and worked for six months earning 5, 000 a 
year as a clerk, before being assigned as a case officer. 

After returning from overseas I knocked on doors for three months 
and had one interview with the career board who slapped me on the 
back and told me what a fine job I did in the field. Personnel lost all 
my files, and everyone appeared to be having T/O troubles. 

This subject is a thorn in the flesh for the majority of individuals 
that I have known returning from the field. Many thousands of man 
hours are lost annually through the absence of a concrete policy on this 
subject. Further, many individuals feel that they are not wanted, due 
to the delay in reassignment and their thinking becomes so disaffected 
that they ultimately tender their resignation. Others accept a position 
just to have a job and in many instances this position is not commen- 
surate with their capabilities and background resulting in incompetency, 
and inefficiency within the Agency. 

There may be rotation and reassignment programs in effect, but 
for the most part it is my opinion that this could be improved, especi- 
ally in the case of trainees. Rotation and reassignment is often men- 
tioned but little practiced. 


The rotation program appears to have been used as a method of 
getting rid of undesirable rather than being used as the Agency had 
intended in furthering the careers of the career personnel. 


Have not 


- 1 - 


Approved For Release 2001/ 09/01 : ciA -RnP80-0i82fiR000i00i4002fi-2 

Security Information 



Approved ^Release 200J^y j pj^A-RDP80-01^R0001 001 40026-2 
Security Information 


Have not received any ^rotational training nor have I seen any 
indication that others have-received such training. 

Only way to transfer from one job to another in the Agency is 
to make a personal contact with people in another office and through 
them try for another job, I should think that Personnel Offices 
should theoretically and actually be able to find jobs for people where 
they wished, and not hold on to or keep possible job openings in an- 
other office from the knowledge of interested personnel. 

It was my understanding after my EOD I June 1951 that I was 
expected to go overseas almost immediately, to which I agreed. I 
was informed tnat there would be a delay on three separate occasions 
after I had already made personal arrangements for departure. 3-1/2 
weeks of the time was used for covert, safehouse type training. Finally 
I departed for overseas on 1 October 1951. I returned in March 1953 
after approximately 18 months overseas, spent about 10 days in Wash. , 
processing and job hunting, then went on home leave, (I had to pay 
my own expenses home and back to Wash, despite the fact that I re- 
turned PCS to Wash, after 18 months overseas, before completion of 
my two-year tour, at the convenience of the government),'for one month. 
Returning to Wash, on 4 May 1953, I spent three more weeks at Head- 
quarters before I was assigned a job and sent to take six weeks of 
training. 

In order that both the Agency and the returnee from overseas 
or transferee obtain the most benefit from experience a completely 
adequate debriefing system must be established. From observation, 
it is evident that all returnees are not debriefed. Participants in those 
few debriefing sessions that are held are generally people who hap- 
pened to be available at the time. 

With the mandatory presence of a panel consisting of representa- 
tives from the Training Division, Career Management, Area Branches 
of the Division concerned, Logistical Branch, and appropriate Admin, 

Staffs, the following factors and many more could be determined - 

Specific assignment -- Qualifications necessary - Logistical support 

Admin, support - Responsibility involved 

Grade appropriate - Logical next assignment 

Operational Info. , etc. 

A further check 
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A further check with desk and case officers by appropriate 
panel members will tend to establish firm job qualifications. This 
panel should be assigned on a permanent basis, so that at least the 
key members thereof have few if any other responsibilities. 


Individual is male; GS-9; two years with CIA; married. Resig- 
nation papers written and being held. Strongly criticizes recruiting 
professionals and putting in clerical slots; lack of info, re type of 
work to be done unnecessary. Reassignment opportunity basic problem. 
Blocked in attempt to transfer to utilize background - knows of others 
in other office who would welcome his job and vice versa. No knowledge 
of opportunity; no guidance; little faith in present "paper" career program. 

Individual is male; age - 26; GS-7; 15 mos. in CIA. Extremely 
bitter about his job - blames recruitment - indicates that word "analyst" 
is used too freely when "indexer" or "coder" is more appropriate. Says 
college background not necessary for his job. Indicates considerable 
strong feeling re this setup in his whole Division. Has been completely 
frustrated in transfer attempts - no one is interested in picking him up. 
Has no idea of qualifications necessary for jobs in other offices and 
thinks such info should be available. Has no immediate supervisory 
trouble, but thinks many of his division supervisors are over- paid. 

No faith at all in the career program. Training opportunities denied 
on the "can’t spare you" basis. Will resign very shortly. 
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Tab C Career System 


Voluminous regulations and notices pay lip service to "career management." 
There has been no evidence of practical application. 

This is one of the major weaknesses of the Agency's policies and practices. 
Until a concrete policy has been established for the rotation and reassignment 
of its personnel, a career system will be extremely difficult to instigate. 
Returning personnel are required to dig out their own assignment. 

As stated above, career system started well for me. It gave me excellent 
breaks, but when I came back from service, it seemed to be running on one 
cylinder. There is little, if any team spirit because there is nothing to tie 
people together personally in this sprawling organization. I think there should 
be periodic meetings of career personnel (during evenings). New policies and ■ 
measures affecting career service could be explained and more important, the 
lowlv career man could get a chance to see, hear, and question the shadowy 
characters on "The Hill," Who can get inspired, filled with team spirit, by 
Memo X-89 on meetings of the Career Board. All the training courses in the 
Agency emphasize the importance of personal contact with principal agents. 

How about a little of that for career employees? 

Many of my complaints about the soi-disant career system are explicit 
under other headings. In general, however, its designation seems pointless 
and not descriptive of any extant situation. Nowhere have I heard of a firm, 
coherent career curriculum being mapped out for a junior officer. Where any 
plans have been presented at all, they have been couched in the vaguest terms 
possible. Even then, the cart tends to be placed before the horse in that the 
job will first be assigned, and then the career "plan" will be manipulated a 
bit to justify the assignment. Training (see under same) is spasmodic and not 
necessarily relevant. 

What is the distinction between career and non-career officers? The 
deputy director of training once stated that none existed, that everybody was 
"career". That argues that the Agency ostensibly couldn't give less of a damn 
about implementing a long-range and rewarding career program, and that the 
word consciously yis meant to provide a sop for the unwary, 

or unconsciously 

A Career System provides our agreeing with a board of individuals who 
work solely on the problems of forging ;a career for the individual within the 
Agency. Such a board handles promotions, reassignment, recruitment, and 
training etc, objectively and continously in relation to the individual. At 
present, no such system is present: it is left solely to individual initiative. 

Very little _ long-range briefing"' on what to expect as a career officer in 
the Agency was given to me. This may be because of the impossibility of doing 
so at the time I was hired but it resulted in my being unsure of my future in 
light of other careers and positions which I could enter. 
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Tab D SUPERVISION 


This is not to imply that all supervision is inadequate. However, in some 
situations improvement in supervision could be effected either by training #r 
replacement of the supervisor. More emphasis should be toward developing the 
employee in a constructive manner so that maximum output and. efficiency will 
be obtained from the employee while he is in turn receiving greater job satis- 
faction. One large obstacle preventing the achievement of this is that in 
many instances the supervisor is not prepared to offer the guidance arid as- 
sistance that is needed to develop good career employees. 

In connection with the problem of supervision and training, it would be 
helpful if more attention were given to briefing the junior officers on the 
overall aims and efforts undertaken by tho office. In many instances a junior 
officer could benefit considerably from being allowed to sit in on discussions, 
simply as an observer. That this is not done to any appreciable degree, is 
'probably due more to a lack of foresight and planning than to any actual se- 
curity precautions. 

C.D.E.F. These four together constitute the main crux of the problem; 
universal opinion says that the situation is sad. The major points are (l) 
lack of a practicable general policy to guide research operations, and (2) 
lack of proper supervision in carrying out those policies that do exist. The 
analysts are left with a feeling of constant pressure and confusion — usually 
resulting in a feeling of uselessness. And so there is needed a policy, a 
system of priorities, and supervision that would involve a realistic appraisal 
of number of personnel, time available, abilities and areas of responsibility 
of the analysts as applied to the enormous tasks to be done. 

Constantly observe poor supervision, from top down, with following factors 
most noticeable: poor communication, lack of training in executive responsi- 
bilities (i.e. lack of knowledge of good management practices), ignorance of 
"human relations", factors in handling of personnel, poor planning, etc. 

For nearly three years I have worked "on my own", more or less. I feel 
that more qualified supervisions will be developed as time goes on but it is 
a fact that on my last assignment I had very little help from my supervisors. 

In many cases if there were more adequate supervision there would be far 
more efficient use of time and adequate delegation of authority and responsi- 
bility 

rersonnel could generally be exploited more fully with proper supervision. 

Supervision is the condition which we have least, to coin a phrase, from 
top to bottom. In addition to weakening morale, the lack of proper supervision 
had had a tremendously negative effect on the quality and quantity of production 
of intelligence research, primarily because of the failure of those responsi- 
bile to establish priorities and provide continuing guidance of research efforts. 
There are indications that this inadequacy is being remedied, though it is 
too soon to determine to what extent. 
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Tab D SUPERVISION (con’t) 


Supervision is at best cursory; too often the supervisor doesn't know 
what your job involves. 

Difficulty of getting anyone to assume final responsibility gives rise 
to mass coordination and consequent confusion. No one is ever held directly 
responsible. Supervision is not necessary, therefore, because there is no 
responsibility. 

Efficient Use of Personnel: New personnel coming into the Agency some- 
times with no experience are often placed in a job that other people in the 
agency can do equally as well, if not better. I should think more effort 
could be made to place into suitable available slots, people already working 
for the Agency. It is my opinion that I would be of more value to the Agency 
had I been reassigned to a job where my experience could be fully utilized. 

I have been in country X abroad for 2 $ years* I know the area and 
language thoroughly. But when I 'came aboard they put me in another country in 
a different division. To me this means that either my personnel history 
statement was never read or the statement means nothing anyway. Such a policy 
is a moral factor as it reveals an inefficient use of personnel whereby both 
the Agency and the individual suffer. 

Horizontal stratification should be disbanded because it prevents the 
necessary contact between interested parties (in the same operation) from 
having contact. It is too much like the military and because of this feature 
the lower echelon is not being fully utilized. 

Too often the junior officer is not given clearly defined responsibilities 
of his own, but rather is assigned random tasks in support of the senior 
officer* s activities* "Bird- Dogging*' has obvious value as a training device; 
however, this makes it difficult to derive the personal sense of accomplish- 
ment which is essential to job satisfaction. Where possible each junior officer 
should be given complete responsibility over certain of the less complex and 
routine operations. This would not only serve as excellent training experience 
but would also contribute to the individual's morale. 

Lines of responsibility above the Branch level seem very vague. Have 
seen many instances of failure to pin responsibility after something has gone 
wrong through neglect, bad planning, etc. 

Delegation of responsibility is seldom sufficiently clearly defined; 
believe this due largely to lack of knowledge of efficient administration on 
higher lewels. 

An employee should receive a specific statement of duties from his superior 
and this delegation should be his alone, with all responsibility for the job 
on him. 
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Tab D SUiERVISlCN (con't) 


The case officers in my office are not permitted to take much responsibility. 
This, again, may be the outcome of the nature of the work we do.. This fact 
probably results in the horrifying waste of time on the part of many of the case 
officers. ("Why bother when someone else will make the final decision, anyway?) 

In many instances the responsibility is in the field but the authority 
is not delegated. 

The success of any desk or division depends on the unity and friendly 
relationship within that unit. The chiefs must make their people feel a part 
of the unit*. The people must feel that they are accomplishing something in 
the overall effort. Such a feeling or relationship does not exist in our desk. 

A man who leaves a friendly stable way of life at home to come to a job which 
provides an unfriendly and unstable atmosphere is not going to remain long in 
that job. 

No supervision, probably because no interest on part of supervisors in 
perfecting any functions. 

Most supervisors are too busy keeping abreast of "the Big ricture” to 
properly discharge their supervisory functions. 

reople with "Raper Qualifications” and no administrative ability what- 
soever are holding down many .supervisory jobs. Their inability to handle 
personnel problems has resulted in low morale among their staff. 

Supervision This is perhaps the most outstanding complaint. Supervision 

is not clear. The analyst does not receive the clear and thoughful guidance 
which he needs. 

One of the weakest linkst supervision is spasmodic, inconsistent and 
frequently consists merely of interference on the part of improperly orientated 
superiors ** interference frequently executed without consulting person directly 
responsible; supervisors frequently fail to keep subordinates informed of 
matters pertinent to cases or operational problems. 


\ 
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Tab E FAY & rRCMOTION 


Because there is no single board to initiate promotions, equally 
qualified personnel have been promoted or failed to receive promotions due 
mainly to the interest of their supervisors* Young men who went to the Far 
East in late 1951 or early 52, received their promotions way in advance of 
those sent to Europe or other parts of the world* Most of those sent to the 
FE are either 9>s or 11 *s while their counter-parts in Europe are either still 
7’s or in a few cases, 9's, eventhough the majority of them are the same age 
and have been given the same amount of responsibility. 

promotion opportunities and career service should be united with rotation 
and reassignment and training. At the present time promotion policies seem to 
vary with the particular Agency components. In some offices there does not 
seem to be any functioning promotion policy, but it is more or less a paper 
affair which may be presented to any individual or group which inquires about 
the matter. The same may be said of career service in some Agency components* 

In summary, there should be a combining of promotion, rotation and reassign- 
ment, training and career service into a worteble plan.. This is being accom- 
plished by some Agency components and it seems reasonable to assume that it 
could be achieved by the others - Admin, as well as operational. 

Subject stated, when questioned about promotion policy, that there was 
simply no policy that he had been made aware of* His promotions, he feels, 
were never policy-directed but were more or less in the way of personal favors. 
Subject added that his relatively fast promotion rate, until a year ago, was 
perhaps not entirely justified. 

For the past year, however, Subject had been given intensive training 
and was detached from his desk. Due a promotion, he was assured before leaving 
the division that this would be taken care of exactly as if he were still 
attached to the desk. He has not received his promotion, however, and cannot 
admit to any supervisory attention given his promotion status while he was 
away in training* He, of course, refuses to ask for his promotion. 

Salaries are generally adequate, but much bickering and salary consciousness 
could be eliminated by the establishment of a definite and consistent policy 
especially in regards to new employees. For example, I entered for duty at a 
salary at a step higher grade than those with the same background who had 
entered for the same position the previous year. A year later, another group 
with the same background entered at a grade higher. All groups have advanced 
at approximately the same rate and as a result all retain equal grades. This 

hardly gives any consideration for on-the-job experience and training of new 
personnel by those who have been employed xn the same position the longest. 

promotion opportunities— All too often promotions are not given to those 
individuals who most deserve them simply because they have not been in their 
present grade for a specified amount of time. Educational background and not 
merit is often used to allocate unwarranted promotions. 

Tendency to keep persons in same job year after year with money raise in 
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E rAY & PROMOTION 


I was transferred from one division to another on' I October 1952 to replace 
a GS-7* I was at that time a GS-5 and had been in that grade about two years 
and doing similiar work to that which I was to take oveh, At the time I 
accepted the transfer I was told that within 90 days I would be given my GS-7. 

After about 2 or 3 days working with the former incumbent I took over the 
work completely on my own. At the same time I was taking over the work I alsd 
had to teach another girl a part of the work. This girl knew nothing about 
the job, When she left I had to train another girl to do' the same work who 
also knew nothing about the work. 

As yet I have not been given the GS-7 I was promised. My Administrative 
Officer stated I could not be given a two grade jump since I was in Adminis- 
trative work. In the latter pant of September 1953 I was finally given a GS-6 
and the girl I taught part of the work and who came into the Agency in Feb- 
urary or March 1953 was also given a GS-6 at the same time even though I am 
still answering questions for her and she only knows a part of the actual job. 

Others who have transferred from the same office I formerly worked in 
to other divisions have been given their promotions form GS-5 to GS-7 and 
are doing similiar work to mine. One did work 90 days and was given her 
promotion and one did not have to work 90 days to get her promotion. 

To me it is an insult to keep an individual who has the qualifications 
and can and is doing a job without instruction at a grade lower than the actual 
grade of the position he or she is occupying. Also I believe it shouLd be 
uniform throughout the Agency whether and administrative person can or cannot 
jump two grades. 

promotion opportunities are plentiful but once again persons from within 
are often overlooked in filling jobs. This is too often the fault of an 
operational brance rather than personnel. For example ; personnel who have 
been in this branch for more than one year presently number one man (the 
branch chief) and five women. At the moment, I can think of only one female 
who has achieved the rank of section chief - and she keeps the files for a 
branch. Also, piople who have been recommended for promotions 6 months ago 
are still wound up in red tape with no end in sight, 

promotion system in office seems to be tied up in red tape and confusion 
as a result o£ conflicting directers and promotion policy. This results in 
inadequate pay for the job. 

Since I have been in service, I have never had a clear explanation of 
what constituted grounds for promotion, when to expect promotion or when to 
apply for it, I learned by virtue of "cunning and intuition" some of the 
actualities which were being practiced in this regard which seemed in many 
cases to be advancing individuals endowed with no special aoility but a healthy 
supply of "cunning and intuition" end leaving consientious men in one salary 
level for an inordinately long period of time, I myself have been very fairly 
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Tab E r AY & PROMOTION (con’t) 


treated so I speak for others. I have knowledge of three individuals of about 
the same agg.who have been in service for approximately, the same period of 
time and who have roughly the same amount of responsibility who are respectively 
drawing salaries as a GS-9, GS-7 and GS-5* I feel that. a 

promotion should bo given new employees and_ they _ should be told what tney can 
expect with a timetable as is the practice in private firms. 

(I was recommended for promotion twice, both times in the Field.) (On 
the first occasion, in May 1952, after being presented to the Field rro- . 
motion board in June 1952, it was deferred until September 1952.) I was in- 
formed at the time that because a new man was taking charge of the Branch in 
June »52 for which I was working that it was believed he should initiate pro- 
motion requests. In November 1952 the new Chief recommended me for promotion* 
(it was considered and approved and forwarded to Washington by the Field 
promotion Board in December 1952) In January 1953 I was informed that pro- 
motions were frozen pending approval of the new T/0. Later in January 1953 
I was informed that only persons having slots in the Field T/0 could be pro- 
moted, Shortly thereafter I was notified that I was on the surplus list, 
slated to return FCS to Washington before completion of my 2-year overseas 
tour. (When assigned to my current job in late May 1953 I was told that I 
would have to work at it for at least three months before I could be considered 
for promotion here at Headquarters. Since then there have been no concrete 
developments promotion-wise for me.) 

promotion opportunities are inconsistenly* This applies as well to the 
implementation of the career system. When the Agency, as typified by an ad- 
ministrative unit with which I am familiar, is graciously changing the status 
of an individual from a Clerk to an I. 0#, or a Grade 5 to a Grade 7, or a 
Grade 7 to a Grade 9> the process involved is analogous to the negotiation 
of an Austrian peace treaty, ©ne does not hear of such intricate convolutions 
taking place when grades above 9 are being awared. 

After one year of service on the staff, I am unable to get any positive 
comments on the possibility of a raise. Since my Personnel Evaluation Report 
was faverable and a full year has been completed, it would seem that some 
decision would be in order conderning my possible advance from the clerical 
to the professional ranks. The assignments of the past year have not been 
the clerical assignments of a personnel clerk. 

Experience mth the promotion opportunities has been that there is no 
logical systemj too often it is not based on ability or performance but on 
some other criteria. 

Inefficient use of personnel has blocked normal advancement opportunities. 
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Tab F Security 



The ye seem to be general indications of insufficient backstopping 
and hastily contrived covers, which are not healthy* 


In my opinion each returning individual from an overseas station is 
a potential security risk. Cover provided is so thin that individual is 
hampered in his normal existence. It is difficult to buy property, 
establish credit, purchase ai^jiutomobile_etc i __Th^^^^ particularily true 


of individuals who have been 


25X1 C4e 


Subject was a case officer in charge of training agents in a small 
town in Europe during the winter of 1932. During the spring months, 
people became aware of just what was going on in the training area. In 
fact, due to . the lack of holp, and superi vision, the trainees frequently 
slipped into the town for various illicit purposes, //hen it became quite 
evident that the entire country side knew what was going on, the operation 
was moved. After being in the area for five months. During the subsequent 
months, additional training projects moved into the area, one that was 
completely insecure because of the previously blown operation. By the 
spring of 1933* there were still several training groups in the area. One 
of these groups was dispatched into picked up ILLEGIB 

and confessed everything they knew area and 

American personnel envolved. It all pointed to tii^^^ion being discussed, ,, , Fr , R 
The European newspapers picked up the subsequent^^^Hcharges but they LLtU B 
were flatly denied by the American authorities, even though it was almost 
common knowledge in that part of the country that this type of activity 
was going on. 


At times very irrational. Unreasonable use of police tactics has J 

been known to cut production of an entire division for a week at a time. 

This issue is dynamite as far as morale is concerned — doesn't arise often / 
but is certainly negatively effective vrtien it does. ' 

The small segments of security are stressed too much and the overall ’ 
not stressed enough. 
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The extremely loose dissemination of published intelligence informa- 
tion is a definite security hazard, e.e*, why is it that information from 
covert or semi-covert sources must be sent to all IAC agencies and to every 
component of CIA as a "courtesy". Only those agencies and those compon- 
ents actively working with the collection of specific types should have 
access to appropriate reports. 

It is suggested that Service personnel attached to overseas CIA inatalla- 
tions be given stricter security briefings. It is obvious from published 
interrogation results carried out by Service personnel that the difference 
between "sensitive" or operational and positive intelligence has no line 
drawn. 


Security t alks should be given all CIA employees periodically to enable 
them to keep abreast with new security regulations -as well as to keep 
security in mind. New employees in covert offices as well as "overt" 
employees transferring to covert offices should have more briefing of 
security aspects in the covert sections than to be requested to read 
endless pages of the regulations. 

New employees should have operational vs. positive intelligence 
explained more fully. 

Information classified "Secret" is being treated as casually as if 
it had been published in the newspapers. 

Office talk at outside gatherings in the presence of unauthorized 
persons (i.e*, former employees of CIA as well as the husband or wife of 
a CIA employee) is still too rampant. It is shocking the information that 
can be picked up at alcoholic as well as non-alcoholic parties. 

In several cases security is overdone, i.e* Dick Tracy stuff. How- 
ever there are also places where cover is inadequate for its purpose — 
it does not cover anything. 
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Security is too vaguely defined, enforced and coordianted by respon- 
sible elements. ^ There is a security problem in every detailed segment 
of Agency activities. The people responsible for security know too little 
about specific problems and confine themselves to dispensing general and 
unrealistic directives* 

It is difficult to make brief comment on security practises. When 
the practise of security, as the Agency teaches it, amuses non-Agency 
people, we are fooling only ourselves and certainly not the enemy. To 
my mind security and cover are all or nothing. To excuse malfunctions because 
ox security on the one hand and then to break security Tor convenience on 
the other, is difficult to understand. Open association with the Agency 
in Washington both physically and by statement does not mean you can go to 
the field and be automatically disassociated. 



In spite of the warnings expressed as long as nine months beforehand, 
they to re not heeded and the inevitable major flap occurred* Even after it 
occurred, it was four months before the training areawas completely shut 
down. 

Many polygraph interviews very poorly handled, leaving permanent and 
undesirable mental scar tissue on those accepted and denied (fear and 
distrust of security office). The intimidation and abasement of prospective 
employees is poor public relations and personnel policy. 
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Tab G Training 


Training has been of a negative nature; i.e. it has: been largely a matter 
oi picking . up information through reading various Agency materials, brief 
contacts with various phases of personnel through numerous short-term assign- 
ments, etc. Ho supervisory conferences have occurred for the purpose of out- 
lining my development or discussing my progress# 

Training. I think at least some training involves the problem of T,0. 
have had difficulty sending in an application for a long term training course 
because my supervisor feels that as long as I appear on his T.0, , his superiors 
expect so much work done. If I am gone for a prolonged period, then he feels 
his ^ record is impaired. If this is the state of affairs, then it would be 
logical to transfer people in training from office T.0. to a training T.0. 

"testing is to be continued, testing for the measurement of emotional 
stability (and discretion) and maturity would benefit the Agency. Recent 
tragedies have indicated a lack of the above or extremely poor working con- 
ditions or both, 

I think training is getting on a more solid footing now. I also think 
they are getting plenty of complaints from people who want to know why, is its 
so important that they go through training now, they weren't put through all 
basic training immediately upon coming aboard. No one should be allowed to 
sit at a desk until he has received all the training or has the equivalent 
experience required for that job. 


Have noticed improvement in training facilities and opportunities over 
last 3 years, however, this improvement apolies largely to persons who have 
recently joined the agency; training for employees of more than two years 
standing is still quite inadequate. 

Too much emphasis has recently been placed on training (operational' 
nature) , much of which will be of little or no benefit to many people in the 
type of jobs they 'now hold. Real economy could be accomplished here if a 
stop was put to the indiscriminate training procedures now in effect within 
the DDP complex. 
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Tab H Efficient Use of Monies 


My position is directly concerned with the spending of money. In numerous 
instances where I have found opportunities to save considerable amounts of money 
or when I have questioned the justifiability of spending money, I have not had 
the authority to control such expenditures nor have I had the cooperation of 
other employees or their superior officers. In one particular instance when 
I questioned the spending of several thousands of dollars, the supervisor of the 
employee involved replied that he couldn't understand why I was concerned - that 
the government had the money and as long as "Uncle Sam" was paying the bills, 
he didn't care. After I consulted administrative officers for advice, the em- 
ployee concerned happily found ways in which he could cut this expenditure in 
half. I believe all employees would have more respect for the organization for 
which they are working, for their employers and for their own responsibilities 
if more rigid controls wore enforced regarding the spending of funds. 

EFFICIENT US^ OF MONIES (operationally) > - Since my experience was not in 
the field of operations I have very little comment that I can make.. I have 
witnessed, however, grave errors made in purchase of ships and aircraft. These 
errors resulted from individuals assigned the responsibility of these purchases, 
being unfamiliar with the requirement, and unqualified to perform this assignment 
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Tab J Medical Compensation 


Immediate consideration should be given to the establishment of a 
disability compensation program similar or identical to that employ- 
by the military services* This would greatly improve the morale of 
personnel engaged in hazardous duty. While it is realized that such 
a program will probably require legislation, the action should be 
initiated. 

Little is known of the Agency's policy and/or practices in this regard* 
My experience has been that overseas an individual is provided with free 
medical care, but if his health was seriously impaired as a result "on 
the job performance" it is not known what compensation would be provided 
by the agency. 


25X1 C4a 


As of this date men in the field in hazardous assignments cannot 
obtain either Agency insurance or hospitalization coverage unless they are 
under official cover. Fine situation. 



"Currently, each serious injury or illness is treated as something 
entirely new, all of which causes long delays in providing services, a 
loss of man hours aid poor security, particularly if the patient is covered 
by BEC. All of this causes the individual undue strain as to his status, 
as well as his present and future medical treatment. In short, at present 
there is a distinct lack of authority, control and direction in handling 
employees who become serious medical cases in the line of duty." 

RECOMMENDATIONS: 

a) That a medical system of compensation similar to those used by 
the services, be studied and considered, whereby an individual is covered 
in practically all cases. 

b) That the present sick leave regulations be ammended to better 
accommodate serious medical cases in case of injury sustained in the line 
of duty. 

c) That the procedure to be followed and areas of responsibility be 
clearly established, 

d) That emergency medical slots be established at Division or Staff 
level to handle serious medical cases resulting while the employee is on 
duty. 

e) That sufficient funds be set aside to handle all of the accruing 
financial Agency obligations, such as pay, bills and disability compensation, 

f) That final disposition of the case be turned over to the CIA/CSB's 

with con^il^^ c p^ ( Ffeie§8toCft7<^/0*?GiAvRE)ROT^]826ROQai(BmQ92%2and 

Medical offices." 
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.It has been determined that many of the T.0. Slots at Headquarters do 
not ^ive with those in the field as far as the assignment of personnel. 

It. has been determined on many occasions that individuals recruited for 
certain slots, are actually better qualified to fill other slots, sometimes 
of a more technical nature. 

\ 

In each occasion. Headquarters is advised of this transfer and a 
request is submitted to make the necessary adjustment to the T.0. at Head- 
quarters to offset possibility of duplicate recruitment and to make it 
possible for the individual concerned to receive credit for his new assign ■ 
ment m his official personnel file at Headquarters. 


Unfortunately this has not always been the case. I personally was 
penalized for being in a slot, which I had never occupied except as 
collateral duties, when a recommendation for promotion was submitted. The 
recommendation was turned down since the slot only called for the grade 
that I held and no consideration was mentioned of my primary responsi- 
bilities in a position(s) calling for at least one or two grades higher* 


Many of the men returning from this Station were not given credit 
for their transfers to positions of greater responsibility and as a result 
when they are out "canvassing for a position of reassignment" their per- 
sonnel files do not reflect this advancement. This can curtail in many 
instances their future with the Agency and deprive the Agency of the skills 
oi this individuals ) that were gained through field experience. 


I have seen a man with a GS-7 rating with a GS-12's responsibilities 
and capabilities. He was responsible for the care of and training in the 
use of hundreds of thousands of dollars worth of arms and amunition, he 
was a man of excellent training and experience, thoroughly capable of the 
job and indeed worthy of pay and the title equal to the job he was required 
to do. This experience also is not limited to just one case. 

The Case Officer is a responsible, basic individual to the inverted 
pyramid construction of the DDP complex. let regard for his job and 
responsibility is demonstrated by poor understanding from the staff level 
(OiV.jand support staff such as covert training. This stems largely from 
tne fact that few staff officers have ever been case officers. 


My experience has indicated that the Agency's policy towards these 
items has been adquate. The only major shortcoming that I have observed 
in that the T.0. in the field and the T.0. at Headquarters doos not in 
all cases agree. It is quite possible as a result of this inconsistency 
that an individual will not receive credit for duties performed and recom- 
mendation for promotion submitted by the field not receiving favorable 
consideration. 


Influence keyed to ratings rather than knowledge ability. 
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page 2 


"Whom you know" is the answer to personal aggrandizement and job 
accomplishment. Proper channels are often circumvented for practical 
reasons — they arc too lumbering for efficient work. 

I find that having an approximately equal GS level is a more effec- 
tive help in doing business than having knowledge and experience with 
the specific task at hand. 

I have filled a 12 slot since January of 19f?l, coming on board as a 
7 and while being promoted rather rapidly to an 11 at the present time, 

I feel that I should have been hired as a 12. No one told me that the 
slot was a 12 slot* This can be said to be my "hard luck", but I do believe 
people should be given the pay if they are considered able to fill the 
slot. 


Much of my work with my division could hardly be classified in other 
than clerical category. With not too immense a lack of modesty, I hereby 
claim that my abilities exceed those demanded by clerical work. I have 
no c'mplaints along this line re my present assignment, 

I have a special commentary rather than a criticism of this item. I 
believe that no one working for this service should expect or want any pres- 
tige from outside circles due to the nature of the duties which he enters 
into. The fact that several people do (perhaps some of those who are 
commenting in this study) is the result, again, of insufficient and poor 
briefing and indoctrination. 


In my own office I have found that undesirable situations such as 
overcrowded working space have not been remedied apparently because of 
lack of influence on the part of office heads. In one small room ten 
people are packed in among numerous file cabinets and other office equip- 
ment. The crowded condition has resulted in short tempers among the staff 
and an overall morale problem. The administrators have presented the 
problem to the proper people but so far have been unable to obtain action. 
The situation grows steadily worse and at least one emotional upset occurs 
every day. 



Individual interviewed is an administrative officer, senior grades 


1. Lack of information on what a career means — how to go about 
"joining"? lack of info, re, other jobs — qualifications, movement possi- 
bilities, etc. 

2. Lack of active career mechanisms — no authority, 

3. Poor recruitment (professionals in clerical jobs). 

It, Overseas rotation difficulties* 

5. Recommends executive inventory including junior officers. 

6* Appvkbdd P6r /§9/0 f ? CllA^DR8(I^m2^0D1DDI4Q0^2 tric- 

tion too tight in unnecessary areas. 
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Individual interviewed is an executive officer: 

. - 1 * Recruitment and initial assignment definite factor in low morale, 
particularly professionals doing clerical work. 

2 * Time * money , and personnel waste due to faulty supervision is 
very large problem. Recommends mandatory supervisory training for super- 
visory personnel. Management program must have backing from top down. 

3. Lack of career system and information program has resulted in 
let-down feeling, feeling of being tricked for individuals who had heard the 
plans and who know ths ^papor 11 policy that exists# 


Personnel Officer with Agency since its inception: 


1. Lack of working career program of great concern. 

2, Supervisory training essential. Idea of grade determining 
supervisory responsibility needs revision, particularly re. technicians or 
scholars of high competence in their field, but without management ability. 

3* Favors establishing a means of tabbing capable junior officers 
who demonstrate potential for future more responsible jobs if such can be 
done with discrimination or classification. 

Senior grade administrative officer: 


1. Generally, no observed morale problem except placement of profes- 
sionals in clerical jobs. (However, several individuals interviewed were 

rom this office and indicated a serious morale problem — particularly in 
regard to mediocre or incompetent supervision). 

2. Agreed that the Career Program needs "teeth 11 , 

3* Desires cooperation between offices re. rotation. 

• 4 .u x Favors system of earmarking junior officers of demonstrated ability 
without creating an elite corps, * 

3* Essentiality of career information program expressed. 
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ORGANIZATIONAL CHART 


(NOTE: On the following page is a chart 
depicting the Committee's concept of the 
Career Service machinery reoommended in 
Part III of this study.) 
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Non- voting a dvi §or.s 
f rom AD /Per s and 
Dir, of Training 


CIA/CSB 
Chairman & 
CSCs of DDP, 
DDI, DDA, OTR, 

ad/commo 


PROPOSED CAREER SERVICE 
ORGANIZATIONAL CHART 


I 3 ! DDP i 

1 I 

!ddp/csc; 

1 & CSB I 


/£ DDI 


j DDT/CSC j 
; a csb ; 


The Career Management Officers 
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(Secretar5.es) 

' -iCl/CMOj 
‘ NE/C® 
(ER/CjviO 
SI/C® 

■ - cp/cm 

1 !oo/CMOi 


of these lower echelon 


J 




ji. . 

i dm/csc ! 

i & CSB S 


DDA 1 j DIR 

' 

J AD j 

I vb vJ 1 TRNG 


1COMMO j 

lOTR/CSC; 

! & CSB i 

C0MM0/CSC : 
& CSB 



CSBs would be the permanent reps, on their component's CSB 

pj/CMO 

BF/6M0 ~ 

' flD/CMO 
• GS/CMO 
■ ME/CMQ 
, . SE/C® 


Q 


LEGEND: 

CSB = Career Service Board 
CSC = Cereer Service Chief 
CMO s Career Management Officer 


Drmal Command Channel 

areer^ Service Responsibility Channel 


(NOTE: Existing Boards having the 
designations of P, I, A, TR, and 
CO would be replaced by the component 
CSBs indicated above.) 
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INTERVIEW STATISTICS 


(NOTE: On the following page is a repro- 
duction of the Quest lonnaire used by the 
Committee in its poll. The composite 
figures - representing the answers of the 
115 people interviewed - are entered in 
the appropriate spaces. The discrepancy 
in totals arises from the fact that some 
people did not even check the "Not Appli- 
cable" category - either from total lack 
of interest or from, perhaps, understand- 
able confusion as to the import of the 
question. The Committee, again, wishes 
to emphasize that the results of this poll 
are offered for convenience; the poll does 
not purport to be a thoroughly representa- 
tive sampling of Agency-wide opinion.) 
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1* The following questionnaire is an anonymous survey of various 
career-type individuals regarding their views on topics which 

t 11 CIA P era °nnel. Answers to the following questions 
should be based upon personal experience. 

2. In your opinion are the following policies and/or practices 
la) adequate, (b) inadequate, (c) not applicable. If your opin- 
ion is (b) (inadequate), please comment. 


A* RECRUITMENT AND INITIAL JOB PLACEMENT. 

B. ROTATION AND REASSIGNMENT 

0. DELEGATION OF RESPONSIBILITY 

D. SUPERVISION 

E. EFFICIENT USE OF TIME 

F. EFFICIENT USE OF PERSONNEL 

G. EFFICIENT USE OF MONIES (operationally)',. 

H. INFLUENCE COMMENSURATE WITH JOB 

1. PAY COMMENSURATE WITH JOB 

J. JOB COMMENSURATE WITH ABILITY 

K. PROMOTION OPPORTUNITIES 

L. .CAREER SYSTEM, 

M. MILITARY CREDIT 

N. TRAINING.... 

O. SECURITY 

P. PRESTIGE (external) 

Q. MEDICAL COMPENSATION 


(a ) 
58 

(b) 

67 

Co) 

10 

Totals 

115 

17 

74 

24 

115 

60 

38 

17 

115 

63 

43 

10 

115 

52 

47 

14 

113 

25 

79 

11 

115 

31 

32 

51 

114 

63 

18 

27 

108 

65 

37 

12 

114 

52 

35 

27 

114 

48 

48 

18 

114 

22 

66 

24 

112 

13 

18 

64 

r 95 

54 

31 

21 

106 

52 

33 

10 

95 

31 

12 

25 

68 

23 

15 

28 

66 
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Appendix E 


RATE OF TURNOVER TABLE 


(NOTE: On the following page is a table 
reflecting percentage; rates of turnover 
- Agency-wide - for various grades. The 
Committee wishes to reiterate its feeling 
that these figures are not too significant 
in that they, obviously, do not reflect 
the continuing discontent which vitiates 
the morale and sense of dedication of the 
Junior Officers still on board.) 
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MONTHLY SEPARATION RATE 
EXPRESSED IN TERMS OF PERCENTAGE 
FOR MALES, FEMALES & COMBINED SEXES 


TOTAL AGENCY 

CS TOTAL 

GS-13 & ABOVE 
GS-7 THRU GS-12 
GS -6 & BELOW 

OTHER ( CPC , WB & PL's) 


TOTAL 

MALE 

FEMALE. 

1.4 

1.1 

1.9 

0,9 

1.1 

1,9 

0.9 

0.8 

1.2 

1.0 

0.9 

1.2 

2.3 

2.5 

2,3 

1.0 

1.0 

0.9 


?2 TE: u ^ ove n se P ar atIon rate is based on a 6-montt 
Uarch thru August) and covers only employees. It 
military personnel and contractual personnel. 


period 

excludes 


MONTHLY SEPARATION RATE 
EXPRESSED IN TERMS OF PERCENTAGE 
FOR MAJOR AGENCY COMPONENTS 


AGENGY .COMPO NENT SEPARATION RATE PER MONTH 

AGENCY 1 4 
DC I n g 
COMMO - i'z 
TRAINING i [g 

l.*4 
1.4 
1.2 
2.7 


DDA 

DDP 

DDI 

IAB 
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